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ABSTRACT
The conceptual foundation of this study was patterned from Getzels’ and Guba’s
social behavior premise that the unique task of administration, as it relates to staff
relations, is to integrate the demands of the institution and the demands of the staff
member in a way that is at once organizationally productive and individually fulfilling.
*
Absolute congruence of institutional expectations and personal needs is seldom found in 
practice.
Despite many educational initiatives introduced over the years to reform schools, 
school leadership remains a constant dominant factor in determining the success of a 
school. There are few studies that pertain to gay and lesbian school administrators.
Since the current image of school leadership perpetuates heteronormativity, a study 
exploring how being gay or lesbian affects school administrators’ ability to lead is 
needed.
This phenomenological research study explores how self-identified gay and 
lesbian school administrators negotiate their professional and personal roles and 
responsibilities, where their sexual identity might negatively influence their legitimacy as 
leaders in a social climate that assumes public school administrators are heterosexual. 
The findings from this research study identified five common themes among nine gay 
and lesbian school administrators, as they negotiated their personal and professional 
identities and responsibilities.
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Themes identified by the participants were: (1) societal expectations of a school 
leader; (2) constant awareness and need to perform above expectations; (3) desire to be 
more authentic; (4) a need to feel safe and comfortable in the work environment; and (5) 
fear. Participants in this study exerted enormous energy to strategically conceal their 
sexual identity, efforts which worked in direct conflict against the equally strong desire to 
be truly authentic people. This distraction limited workplace effectiveness.
In spite o f the heteronormative cultures that exist in schools, posing enormous 
obstacles for gay and lesbian school administrators to be authentic, gay and lesbian 
educators continue to pursue school leadership positions. This study concluded that 
school districts and school boards must implement policies and practices that allow 
openness and genuineness, and mandate inclusion and acceptance of gay and lesbian 
individuals.
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CHAPTER 1
INTRODUCTION TO THE STUDY
Since the 1980s, no professional position has received such a dramatic increase in 
attention, nor was given greater latitude to articulate a new role, than that of the school 
leader. This has been especially true for school site administrators, i.e., school principals 
(Bolman & Deal, 2003). School principals are front-line managers, small business 
executives, and battlefield commanders, charged with leading their team to new levels of 
effectiveness (Hess & Kelly, 2005). Accompanying the school leaders’ changing role is 
an increase in the demand for school administrators, and political pressure on schools to 
work effectively with diverse populations (Fraynd & Capper, 2003; Koschoreck & 
Slattery, 2006; Lugg & Koschoreck, 2003; Human Rights Watch, 2001). Included within 
these diverse populations are gay and lesbian individuals working within the school 
system. Gays and lesbians are employed in many different careers, and permeate all 
levels of American society. Rarely, however, are gay and lesbian persons discussed in 
conjunction with school administration or school leadership (Blount, 2003).
Schools are heteronormative, and gay and lesbian people often work within these 
heteronormative organizations as invisible participants. Invisibility within their 
workplace is a choice that gay and lesbian people make, and is reinforced by 
organizational expectations and norms. Warner (1993) defines heteronomativity as 
complex ways in which heterosexual culture thinks of itself as the elemental form of
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
human association, as the very model of intergender relations, and that being normal 
and being heterosexual are understood to be synonymous. According to Sumara and 
Davis (1999), “all social relations and all forms of thinking that exist with these relations 
are heteronomative. Living within heteronormative culture means learning to ‘see’ 
straight, to ‘read’ straight, to ‘think’ straight” (p. 202).
According to the 2000 United States census, there were 105.5 million households 
in the United States; 5.5 million of these households consisted of unmarried partners and 
of these, 594,000 were same-sex partners. Of the same-sex unmarried-partner 
households, 301,000 were male partners and 293,000 were female partners (United States 
Census, 2003, same-sex section, f  1). Data collected in United States during the same 
ten-year period on married and unmarried-partner households excluded information on 
single gay men, lesbians, and those in committed relationships who do not live together. 
Although the census data did not provide a figure for the total number of people who are 
gay or lesbian in the United States, it did offer information on the number of same-sex 
partnership households willing to identify themselves. Based on Census data, it is 
reasonable to say that the gay and lesbian population in the United States may be 
growing, or larger than currently assumed. In light of the above, it is logical to assume 
that gays and lesbians hold professional positions, and serve as leaders within 
organizations. According to Blount (2003), “a comprehensive scan of journals, books, 
and conference proceedings demonstrates that lesbian, gay, bisexual and transgender 
(LGBT) school administrators are rarely acknowledged within the published literature of 
the field, nor have their lives and experiences been explored” (p. 7).
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The role of school administration in perpetuating heteronormativity and even 
homophobia largely has been unquestioned in the scholarly literature of the field. 
In part this is because those who have discussed homosexuality either have been 
on the attack to get rid of lesbian and gay employees, or they themselves have 
been regarded as sexually suspect, with all of the attendant stigma and threat of 
job loss. (Blount, 2003, p. 23)
Lugg and Koschoreck (2003) and Harbeck (1997) agree that public school administration
and leadership may very well be the final unrecognized and unexamined closet for gay
and lesbian people, because the underlying assumption is that all public school
administrators are heterosexual. This assumption is exacerbated by “the lack of visibility
and professional safety within higher education which has contributed to the dearth of
research on gay and lesbian public school administrators. Researchers examining the
lives of gay and lesbian public school administrators are about 20 years behind their
colleagues working in similar professional venues” (Lugg & Koschoreck, 2003, p. 4).
Despite shifts toward more liberal policies, and the growth of gay and lesbian
studies in colleges and universities, there is still a dearth of research on gay and lesbian
public school administrators’ experiences (Lugg & Koschoreck, 2003). Sexual identity
issues in the United States, including workplace discrimination, have become a common
discussion as U.S. citizens debate whether gay men and lesbians should have the legal
right to marry, adopt children, or receive partner benefits. Sexual identity disclosure can
have an adverse effect on an individual’s physical and psychological well-being and
career, including professional advancement opportunities (McNaught, 1993). Friskopp
and Silverstein (1996) provide insight regarding daily workplace difficulties gay and
lesbian employees experience. A lesbian employee states,
co-workers were always asking me about my love life and telling me about 
theirs... They believe that if you are gay you automatically condone marital
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
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infidelity, group sex, or are comfortable discussing particular sex acts with
them... It just became a distraction. It became something that made it harder for
me to do my job. People didn’t focus on work anymore. (Friskopp & Silverstein,
1996, p. 175-76)
A study of gay and lesbian school leadership may shed light on the nature of gay 
and lesbian experiences, and provide insight into ways that school communities embrace 
diversity and exceptionalities among individuals.
Zuckerman and Simons (1996) identified five known facts related to sexual 
identity and organizations. These areas are:
1. Population: In an organization of any size, at least 3% to 12% of the people are 
gay, lesbian, or bisexual. This is a conservative estimate, as various studies of sexual 
orientation use different definitions (Zuckerman & Simons, 1996).
2. Distribution: Homosexuality is distributed across the population. This means 
that women and men of every background, race, ethnicity, religion, and class are 
homosexual. Gays and lesbians exist, and always have existed, in every country and in 
virtually every culture (Zuckerman & Simons, 1996).
3. Identification: While certain identifiable trends, fashions, styles, and modes of 
expression exist in every culture, there is no valid set of criteria by which one can be 
certain that a person is straight, gay, lesbian, or bisexual. An individual’s self-reported 
sexual orientation is the most accurate indicator (Zuckerman & Simons, 1996).
4. Responsibility: Addressing sexual-orientation issues is both a personal and an 
organizational responsibility. Just as the feelings and fears of individuals tend to work
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their way into company policy, company policy tends to form individual attitudes and 
behaviors. Using this cycle to make a company user-friendly for everyone requires a 
combination of personal effort and organizational policy and cultural changes 
(Zuckerman & Simons, 1996).
5. Legal protection: Unlike other targeted minority groups, gays and lesbians are 
not currently protected against discrimination in employment by federal law, although 
some states and municipalities have extended these basic rights (Zuckerman & Simons, 
1996).
Theoretical Framework
The theoretical foundation of this study is based on Getzels and Guba’s (1957) 
social behavior premise that “the unique task of administration, at least with respect to 
staff relations, is to integrate the demands of the institution and the demands of the staff 
member in a way that is at once organizationally productive and individually fulfilling” 
(Getzels & Guba, 1957, p. 430). Getzels and Guba determined that administrative 
processes deal essentially with the conduct of social behaviors in a hierarchical setting. 
Structurally, administration is conceived as a series of relationships within a social 
system, and functionally, the hierarchy of relationships is the locus for allocating and 
integrating roles, personnel, and facilities to achieve the goals o f  the system (Getzels & 
Guba, 1957).
According to Getzels and Guba (1957), social systems involve two major classes 
o f phenomena, and are “conceptually independent and phenomena interactive” (p. 424).
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Interaction between the institution and the individual is what Getzels and Guba consider 
social behavior.
Social behavior may be apprehended as a function of the following major 
elements: the institution, role, and expectation, which together constitute the 
nomothetic, or normative dimension of activity in a social system; and individual, 
personality, and need-disposition, which together constitute the idiographic or 
personal, dimension of activity in a social system. (Getzels & Guba, 1957, p. 424)
The nomothetic (normative) dimension draws upon the belief that institutions are 
social systems, with certain imperative functions that are operationalized by routinized 
patterns (Getzels & Guba, 1957). Institutional characteristics identified by Getzels and 
Guba (1957) refer to institutions as purposive, peopled, structural, normative and 
sanction-bearing, with the most important sub-unit of the institution being the role.
“Roles are structural elements defining the behavior of the role incumbent [staff 
member]” (Getzels & Guba, 1957, p. 426). Getzels and Guba provided these 
generalizations about the nature of roles:
(1) roles represent positions, offices, or stature within the institution;
(2) roles are defined in terms of their expectations;
(3) roles are institutional givens;
(4) the behaviors associated with a role may be thought of as lying along a continuum 
from required to prohibited;
(5) roles are complementary. (Getzels & Guba, 1957)
The idiographic dimension of social behavior is based upon the individual and is 
further divided into component elements of personality and need-disposition (Getzels &
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Guba, 1957). Getzels and Guba (1957) define personality as the dynamic organization
within an individual of those need-dispositions that govern unique reactions to the
environment. The central analytic elements of personality are need dispositions.
When an individual performs up to the role expectation, he is adjusted to the role. 
When an individual fulfils all his needs... he is integrated. Ideally, the individual 
should be both adjusted and integrated, so that he may by one act fulfill both the 
nomothetic (institutional) requirements and the idiographic (personal) 
requirements. (Getzels & Guba, 1957, p. 431)
The interaction between the nomothetic and idiographic dimensions is pictorially 
represented in Figure 1. The nomothetic axis, shown at the top of Figure 1, consists of 
the institution, role, and role expectations. The idiographic dimensions, shown at the 
lower portion of Figure 1, include the individual, personality, and need-dispositions. This 
figure illustrates the premise that “social behavior results as the individual attempts to 
cope with an environment composed of patterns of expectations for his behavior in ways 
consistent with his own independent pattern of needs” (Getzels & Guba, 1957, p. 429). 
Within social systems, observable behaviors occur on a continuum.
In an ideal world, institutional demands and expectations, and personal needs, 
would be congruent. According to Getzels and Guba (1957) and further substantiated by 
Bolman and Deal (2003), absolute congruence of expectations and needs is seldom found 
in practice. As a consequence, there is inevitably a greater or lesser amount of strain or 
conflict for the individual or the institution when institutional expectations and personal 
needs are not fulfilled. Getzels and Guba (1957) point to three primary sources of conflict
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
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in the administrative setting when institutional expectations and personal needs are not 
met: role-personality conflicts, role conflicts, and personality conflicts.











Figure 1: Nomothetic and Idiographic Dimensions of Social Behavior. (Getzels & Guba, 
1957, p. 429)
Role-Personalitv
“Role-personality conflicts occur as a function of discrepancies between the 
pattern o f expectations for a given role and the pattern of need-dispositions characteristic 
of the incumbent of the role” (Getzels & Guba, 1957, p. 431). If there is a mutual 
interference between nomothetic expectations and idiographic needs, the individual must 
choose whether to fulfill individual needs or institutional requirements (Getzels & Guba, 
1957). An example of such an expectation is the unspoken, though mandatory 
requirement that all school leaders attend the annual holiday party at the superintendent’s 
home. Typically, this event is scheduled on a Sunday after 4:00 pm. Non-attendance at
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this event is unfavorably looked upon and typically discussed at the event. Therefore, a 
school leader must choose between individual needs and institutional requirements.
Role Conflict
According to Getzels and Guba (1957), “role conflicts occur whenever a role 
incumbent [staff member] is required to conform simultaneously to a number of 
expectations which are mutually exclusive, contradictory, or inconsistent, so that 
adjustment to one set of requirements makes adjustment to the other impossible or at least 
difficult” (p. 432). Role conflict is situational, given, and independent of the staff 
member’s personality. Additionally, it may cause disorganization in the institution, and 
disagreements and contradictions in a staff member’s role expectations. A role conflict 
may occur when a newly hired school leader becomes evasive when asked “Are you 
married,” “who came with you to the party,” or “is your husband/wife here?”
Evasiveness may be viewed as being excessively private, and may lead to questions about 
the school leader’s trustworthiness and the groups’ ability to welcome the person into the 
organization.
Personality Conflict
The third conflict identified by Getzels and Guba (1957) is personality conflicts. 
This type of conflict occurs as a result of opposing needs and dispositions within the staff 
member’s personality. This conflict is individual, to be assumed, and is independent of 
any particular institutional setting. Personality conflict may occur if the school leader
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
attends the superintendent’s holiday party with a same-sex partner, thus behaving 
contrary to the norms of the organization.
The three types of conflict represent incongruence in the nomothetic and the 
idiographic dimensions. “Such incongruence is symptomatic of administrative failure 
and leads to loss in individual and institutional productivity” (Getzels & Guba, 1957, p. 
433). In support o f Getzels’ and Guba’s theory, Shafritz and Ott (1992) determined that 
“a good fit between the individual and the organization benefits both: human beings find 
meaningful and satisfying work, and organizations get human talent and energy that they 
need” (p. 146). Conflicts within organizations impact effectiveness, efficiency and 
satisfaction.
Effectiveness. Efficiency, and Satisfaction
According to Getzels and Guba (1957), the ability of its members to be effective, 
efficient, and satisfied within their roles is of primary concern to an organization. These 
factors influence organizational productivity and impact the employees’ need 
dispositions. Getzels and Guba (1957) determined that effectiveness is a function of the 
congruence between behaviors and expectations. The criterion for effectiveness is based 
upon the rater’s behavioral expectations. For example, the same behavior may be labeled 
effective by one rater and ineffective by another. Judgments of effectiveness and 
ineffectiveness are incapable of accurate interpretation unless both the expectations being 
applied and the behavior being observed are known (Getzels & Guba, 1957).
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Efficiency is a relationship between needs and behaviors. According to Getzels 
and Guba (1957),
when behavior conforms to the needs dimension, it appears natural, even 
pleasurable, and is forthcoming with a minimum of strain or expenditure of 
psychic energy. In this sense, the behavior is efficient. When behavior conforms 
to expectations dimension and there is a gap between expectation and needs, 
behavior is “unnatural,” even painful, and is forthcoming with a maximum of 
strain and expenditure of psychic energy, (p. 434)
Satisfaction is a function of congruence between institutional expectations and 
individual need-dispositions (Getzels & Guba, 1957). “When expectations and needs are 
not congruent, satisfaction is reduced below the theoretical maximum. The individual 
may choose to maximize his effectiveness or to maximize his efficiency without 
necessarily being satisfied,” which may affect the individual’s morale (Getzels & Guba, 
1957, p. 435).
Staff members may be seen as effective without being efficient, efficient without 
being effective, and satisfied without being either effective or efficient (Getzels & Guba, 
1957, p. 433). As a result, non-congruency occurs between staff need dispositions and 
the staff member’s role expectations. Figure 2 provides an illustration of how 
effectiveness, efficiency, and satisfaction trigger observable behaviors that may be
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
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favorable or unfavorable for the staff member and the institution. The staff member’s 
observable behavior, and the organization’s ability to be effective, efficient, and/or 
culturally in balance may influence organizational morale.
R O LE- - - - - -
PERSONALITY
Figure 2: Relation of role expectations and personality need to efficient, effective, and 
satisfying behavior, (Getzels & Guba, 1957, p.433)
Morale
Getzels and Guba (1957) define morale as feelings of identification and 
belongingness. Getzels and Guba (1957) developed a model that illustrates morale 
dimensions (Figure 3). The model identifies three variables: 1) belongingness, 2) 
rationality, and 3) identification. Belongingness represents the staff member’s 
anticipation, that he or she will achieve satisfaction within the institutional framework,
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since it appears that meeting institutional expectations will also facilitate meeting 
personal needs (Getzels & Guba, 1957). With feelings of belongingness, the staff 
member and institution profit, and institutional activity is perceived to be easy and 
natural, granting the staff member the autonomy to perform job responsibilities with 
minimal emotional exertion.
Rationality represents “the extent to which expectations placed upon a role is 
logically appropriate to the achievement of the proposed institutional goals” (Getzels & 







Figure 3: The Dimension of Morale. (Getzels & Guba, 1957, p. 439)
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Identification is the degree to which the staff member is able to integrate 
institutional goals into his or her personal needs and values. Without integration of all 
three variables, belongingness, rationality, and identification, it is unlikely that the staff 
member will be motivated to perform job functions in an expeditious and thorough 
manner (Getzels & Guba, 1957).
In Getzels and Guba’s (1957) view, morale is the interaction of three variables 
working in unison. Morale cannot be high if even one of the variables (belongingness, 
rationality, and identification) is zero; however, morale can reach acceptable levels if all 
three of the variables are maintained to some degree.
Schools are considered social systems, because “the school in its social aspect 
represents a system of human interaction in which the participants are oriented by their 
expectations concerning individual rights and obligations” (Jensen, 1954, p. 38). School 
participants constantly form and reform themselves into social groups (Jensen, 1954). 
Getzels and Guba provide the theoretical premise that organizations function well when 
employees are fulfilled, and that behaviors and practices are critical elements within 
successful equations.
Statement of The Problem
Given the issues facing schools and school administrators, it is critically important 
that schools operate with maximum morale. Public education in the United States faces 
unprecedented challenges, such as limited funds, school-based violence, and public 
pressure to improve student achievement. Accountability expectations became even more
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
tangible with the passage of the No Child Left Behind Act of 2001 (NCLB). NCLB 
requires all states to develop an accountability plan, outlining how the state will improve 
student achievement. NCLB is a blend of standards-based accountability, educational 
choice, and old-fashioned bureaucratic mandates, not all of which work together 
harmoniously (Lashway, 2003).
According to Stovall’s 2004 article, “School Leader as Negotiator,” 
administrators are responsible for maintaining bureaucracy while performing mandated, 
federally sanctioned responsibilities. Stovall (2004) stated that because schools are 
contested spaces, school administrators are often easy targets for blame if school 
initiatives fail, and that “the public is often unaware of the pressure-filled world in which 
school administrators reside” (p. 12).
Role perception is one major factor that influences the school leader’s role. Public 
perceptions of the school leader are mixed. Stovall (2004) describes school 
administrators as gatekeepers focused on protecting their employment, instead of 
addressing issues central to meeting the educational needs. Goleman, Boyatzis and 
McKee (2002) provide a public perception opinion regarding the school principal’s 
performance.
They [the public] perceived principals as managers who: [...] have the ability to 
work effectively with people to secure their cooperation. Principals were 
aggressive in securing recognition of the needs of their schools, and as such were 
enthusiastic as principals, accepting their responsibilities as those of a mission 
rather than as those of a job. Finally, they were committed to education, and 
especially capable of distinguishing between long and short term educational 
goals, (p. 18-19)
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According to Goleman, Boyatzis and McKee (2002), “great leaders move us” (p. 3).
Glanz (1997) notes that images and perceptions of principals, both personal and 
those resulting from public opinion, are largely influenced by culturally shared models. 
Glanz suggests that three distinct images of principals, as depicted on television and in 
film, have contributed to unfavorable public views. In both media modes, principals are, 
more often than not, depicted as: 1) authoritarian; 2) the principal-as-bureaucrat; or 3) the 
principal-as-numbskull. Principals must actively counter such images and communicate 
to the school community that the autocrat, bureaucrat, and numbskull depictions are not 
real-world descriptors. According to Stovall (2004), as the roles of school administrators 
expand, the normative role of the school leader will change.
According to the Illinois School Code, principals (school administrators) are the 
schools’ instructional leaders. School administrators are responsible for implementing 
federal mandates, fulfilling daily administrative tasks, and providing safety for students. 
Given the daily challenges facing public schools, this leaves no room for school 
administrator distraction.
School administrators are viewed as members of the school community. Within 
the school community, it is generally assumed that school administrators participate in 
community affairs with more visibility and vigor than other citizens. Although there are 
negative social perceptions about school leadership, school administrators continue to 
have social status in the community.
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While almost no one ever concerns himself with the conduct of the average 
individual unless he seriously violates the customs and conventions of the 
community, many people are constantly on guard to be certain that (school 
administrators) behave appropriately at all time. (Getzels & Guba, 1955, p. 32)
Being afforded the opportunity to serve as a school leader is a privilege (Palmer, 1998).
In today’s society, being a member of the dominant race, wealthy, or a member of an
elite social class (as evidence by attaining a degree, certain occupations, or other
variables) guarantee privileges not afforded to everyone. One such privilege is being
heterosexual.
Being heterosexual is being afforded the privilege of being able to assume 
acceptance as “normal” members of society, express physical affection with their 
partner in public, refer openly to their private lives, live in a world full of cultural 
images that confer a sense of legitimacy and social desirability, and live without 
fear that others will find out who they are. All of this is a form of privilege 
because it is systematically denied to gays and lesbians. (Johnson, 1997, p. 149)
Unfortunately, little is known about how gay and lesbian school administrators
negotiate their leadership roles, and their sexual identity, in public schools. The
researcher found only a few studies related directly to gay and lesbian school
administrators (Blount, 2003; Fraynd & Capper, 2003; Lugg & Koschoreck, 2003).
According to Blount (2003), the role of school administration in perpetuating
heteronormativity and homophobia has been unquestioned in scholarly literature (p. 23).
Given changing public attitudes, a study and exploration of how being gay and lesbian
may, or may not, impact school leader decision-making is timely and important (Fraynd
& Capper, 2003), as is determining the psychological, personal, and professional impact
of concealing their sexual identity and private lives of gay and lesbian school
administrators.
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Research Question
The question for this study is: How do self-identified gay or lesbian school 
administrators negotiate their personal and professional identities and their professional 
roles and responsibilities within heteronormative organizations?
Purpose of The Study
The purpose of this study was to explore how gay or lesbian school administrators 
negotiate their professional and personal roles and responsibilities in situations where a 
non-normative sexual orientation might negatively influence their administrator role 
legitimacy in a social climate that assumes all public school administrators are 
heterosexual.
Significance of The Study
This study contributes to the body of knowledge that will assist in understanding 
how organizations and individuals effectively work together when norms of the 
organization are different from staff members’ norms. This study seeks to describe how 
gay and lesbian school administrators balance their personal and professional needs, and 
organizational expectations and needs. As Ettelbrick (2001) notes, gays and lesbians
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differ little from others in their aspirations and expectations; they aspire to reach their 
full potential.
Given the virtual absence of research about gay and lesbian school administrators, 
the major significance of this study is its contribution of new knowledge to the field of 
educational leadership. The researcher hopes that this study also serves as a catalyst for 
additional research in this area. It is further anticipated that this study’s findings will 
assist school organizations in selecting and retaining highly qualified school leaders. 
Finally, this study will provide evidence that there are gay and lesbian school 
administrators providing effective school leadership despite their enormous efforts to 
conceal their sexual identity.
Methodology
The researcher employed qualitative methods to investigate how selected gay and 
lesbian school administrators negotiate their personal and professional identities as well 
as professional roles and responsibilities in a heteronormative organization. Interviews 
with nine school leaders focused on the participants’ personal story as a gay or lesbian 
individual, and their interpretations how being gay or lesbian affected their school 
leadership ability. Interviews were audio tape recorded and transcribed. The researcher 
reviewed transcriptions to identify common patterns and themes.
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Limitations of The Study 
This descriptive study was limited to self-identified gay and lesbian school 
administrators in one Midwestern state and, therefore, the results of the study can not be 
generalized. Specific limitations within this study include the voluntary participation of 
nine school administrators from the same state.
Definition of Terms 
The following terms were central to understanding this study:
Authenticity - a psychological concept in which the individual derives gratification and 
positive emotions from exercising signature strengths. “Our true self, our individual 
existence, not as we might present it to others, but as it really is, apart from any role we 
play” (Handler, 1986, p. 3).
Closeted -  The confining state of being secretive about one’s homosexuality.
Coming Out -  “A complicated developmental process which involves, at a psychological 
level, a person’s awareness and acknowledgement of homosexual thoughts and feelings” 
(Stein, 1994, p. 32).
Gav -  An alternative term to homosexual. In this study it will refer to males (Dynes, 
1990).
Heteronormativitv -  1) A term used in the discussion of sexual behavior, gender, and 
society, primarily within the field of gender theory; used to describe the manner in which 
many social institutions and social policies are seen to reinforce certain beliefs. These 
include the belief that human beings fall into two distinct and complementary categories, 
male and female; that sexual and marital relations are normal only when between two
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people of different genders; and that each gender has certain natural roles in life 
(Kosofsky, 1990). 2) Warner (1993) defines heteronomativitivy as complex ways in 
which het[erosexual] culture thinks of itself as the elemental form of human association, 
as the very model of intergender relations.
Identity -  The distinct personality of an individual regarded as a persisting entity; the 
individual characteristics by which a thing or person is recognized or known. Perceptions 
of self that are thought to represent self-definition in specific social settings (Troiden, 
1989).
Lesbian -  A term used to describe a female homosexual.
Negotiation - The process whereby interested parties resolve disputes, agree upon courses 
of action, bargain for individual or collective advantage, and/or attempt to craft outcomes 
which serve their mutual interests. It is usually regarded as a form of alternative dispute 
resolution.
Out of the Closet (Ouf) -  An expression for describing an individual who is openly gay or 
lesbian. “Coming out of the closet” is an expression that describes the process whereby 
an individual accepts his or her sexual orientation or identity and acknowledges his or her 
sexual orientation publicly.
School Administrator - Any professional school employee certificated by the state who is 
required to hold a leadership certificate and is assigned to a leadership position pursuant 
to rules of the state board of education or requirements of local policy or job description. 
Sexual Identity -  How people identify and label their sexual feelings, through 
experiences gained with gender roles and their related sexual scripts. “Women and men 
decide what type of feelings they have, their significance and predominance, and whether
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they are personally relevant and salient enough to warrant self-definition as 
heterosexual, homosexual, or bisexual” (Troiden, 1989, p. 45).
Sexual Orientation -  This term is favored by most gay people over sexual preference, 
because it indicates an identity that cannot be changed or cast aside as lightly as a 
preference (Gonsiorek, 1988).
Organization of The Study
This study is organized in a five-chapter format. Chapter 1 includes an 
introduction; theoretical framework; statement of the problem; research question; 
description of the study’s purpose; significance; methodology; limitations; and 
definitions.
Chapter 2 contains a literature review which explores the following topics: role of 
the school leader, authenticity and school leadership, factors that influence the role of a 
school leader, historical recognition of homosexuality, identity formation, homosexual 
identity formation, homosexual population statistics, homosexuality and the law, 
homosexuality and the military, discrimination and role conflict, job stress, coming out, 
work adjustment/negotiation, and heteronormativity and schools. The literature review 
provides a framework that broadens the researcher’s and readers’ experience and 
understanding of literature that addresses being gay or lesbian, and serving as a school 
leader.
Chapter 3 includes a detailed methodology, data collection, and data analysis 
description. Chapter 4 analyzes the data and findings. Chapter 5 is the final chapter and
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provides discussion, conclusions, implications, and recommendations for practice and 
future study. Appendices outline the interview protocol and other correspondence.
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CHAPTER 2
LITERATURE REVIEW
Congress passed the No Child Left Behind Act of 2001 (NCLB) in a bipartisan 
effort to improve education in the United States. A central component of NCLB is the 
requirement that all states develop an accountability plan that outlines how the state will 
improve student achievement.
Education is typically viewed as a state and local responsibility, and the legal 
right of all United States citizens. The federal government has played a critical role, 
providing civil rights for all citizens of the United States and making it unlawful for 
school systems to practice exclusion and discrimination tactics. For example, the federal 
government was instrumental in the desegregation of schools with the 1954 Supreme 
Court decision, Brown v. Board o f  Education, which outlawed state-mandated separate 
schools for black and white students. The federal government was also instrumental in 
enacting passage of Title IX, and the Individuals with Disabilities Act (IDEA), which 
expanded access to educational opportunities for women and students with disabilities.
Since January 2002, when President George W. Bush signed NCLB legislation, 
attention has been increasingly focused on the need for schools to provide the nation’s 
children with a fair, equitable, and significant opportunity to obtain a high-quality 
education. An essential element in this effort is the NCLB legislation that requires school
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accountability and for schools to meet annual yearly progress (AYP) requirements. 
Failure to meet annual progress can lead to serious penalties, including replacement of 
the school leader or state takeover of the school. The stakes are high for the nation’s 
schools and school leaders.
The Role of the School Leader
Since the beginning of the principalship in American education, educators have 
struggled to define a distinctive role for the position. Theoreticians and analysts 
have repeatedly dissected the job and its place in a larger social and educational 
context, urging principals in one decade to be “bureaucratic executives” followed 
ten years later by “humanistic facilitator” and then “instructional leader.” (Beck & 
Murphy, 1993)
The role of the school leader is complex and constantly evolving. The task of being a 
school leader is formidable and heroic. According to Stovall (2004),
schools are viewed as a safe-haven for mainstream communities; they can often 
be viewed as menacing, mock holding cells for others. Most situations are 
somewhere in between. Without over exaggerating the situation, the social justice 
minded administrator is often given the task of navigating these spaces, 
attempting to make the school a productive space to learn and create, (p. 4)
Jehl and Kirst (1992), furthered confirmed by Bolman and Deal (2003), state that the
school leader must be an active participant and serve as an advocate, promoting the
involvement of other staff and community members in planning and monitoring a school-
linked service effort. According to Dryfoos (1994), “in general, the school administrator
acts as interpreter between the school staff and the outside staff, controls the traffic flow,
facilitates the use o f the services, and is in charge of whatever happens under the school
roof’ (p. 152). Dryfoos (1994) also states that a leader has power in determining policies
that relate to the use of the school building.
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Stovall (2004) states that because schools are contested spaces, principals and 
administrators are often easy targets when initiatives fail. He further describes school 
administrators as gatekeepers focused on protecting their employment, instead of 
addressing issues central to meeting the educational needs. (Stovall, 2004)
Marzano (2003) suggested that "although leadership from the principal can be a 
powerful force toward school reform, the notion that an individual can effect change by 
sheer will and personality is simply not supported by research" (p. 174). The role of the 
school leader is so important that leadership guidelines were developed by the Interstate 
School Leaders Licensure Consortium (ISLLC). ISLLC identified six key themes that 
define the role of a school leader. They are:
• Facilitating shared vision
• Sustaining a school culture conducive to student and staff learning
• Managing the organization for a safe, efficient, and effective learning 
environment
• Collaborating with families and community members
• Acting with integrity, fairness, and in an ethical manner
• Influencing the larger political, social, economic, legal, and cultural context. 
Leithwood and Riehl (2003) identified a number of “core practices” that seem
consistent with these standards. They include setting direction, which values identifying 
and articulating a vision, fostering the acceptance of group goals, and creating high 
performance expectations; developing people, which involves offering intellectual 
stimulation, providing individualized support, and providing an appropriate model; and
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redesigning the organization, which includes strengthening school culture, modifying 
organizational structures, and building collaborative processes. Beyond the core 
practices, Leithwood and Riehl (2003) note that the current education-reform 
environment may require school administrators to carry out several roles that are 
specifically related to accountability (creating and sustaining a competitive school), 
decentralization (empowering others to make significant decisions), professional 
(providing instructional leadership), and management (developing and executing strategic 
plans).
Authenticity and School Leadership 
Mednick (2003) states that the leader of a successful school symbolizes, supports, 
distributes, and coordinates the work, and is not an instructional leader, but an 
educational leader who mobilizes the expertise, talent, and care of others. In other words, 
this individual symbolizes authenticity. Specifically defining and operationalizing the 
concept of authenticity has been an elusive task. Scholars throughout the years have 
attempted to define authenticity in school leadership conceptually. Terry (1993) refers to 
authenticity as “genuineness and a refusal to engage in self-deception” (p. 128). Kouzes 
and Posner (1993) defined authenticity as credibility, and asserted that credibility is 
mostly about consistency between words and deeds.
Halpin (1966) suggest that authenticity is a fuzzy concept, one that could be 
explored in relation to three major conceptual frames of reference. The first frame of 
reference pertains to the marginal person issue. This conceptual framework is concerned 
with the person who, coming into a new milieu and desiring to be accepted in that new
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circumstance, overconforms to the norms of his or her new peers. The second 
framework deals with the difficulty of interpersonal relations in a cross-cultural 
exchange. The third framework suggests that the growth stages of a school leader and his 
followers are similar to the stages that a child and the child’s family goes through from 
the time of the child’s infancy to the time of the child’s maturity. Henderson (1998) 
concluded that the authentic leader was distinguished by the aspects of accountability and 
admitting to mistakes, perceived non-manipulation, and salience of self over role. He 
further stated that followers of the authentic school leader saw a person who was real, 
accepted responsibility for his or her actions and for the actions of the organization.
Factors that Influence the Role of a School Leader 
According to the 2002 study examining principal preparation programs, school 
administrators are asked to lead in a new world marked by unprecedented 
responsibilities, challenges, and managerial opportunities (Hess and Kelly, 2005). 
Sergiovanni (2000) asserted that schools must focus on the protection, growth, and 
development of their members. Schools must be equally concerned with purposes, 
norms, and traditions that help members create meaning and significance. Role 
perception is one major factor that influences the role of a school leader. According to 
Reitzug (1997), there are two assumptions that underlie the image of principal as expert 
and superior. These assumptions are that 1) the knowledge base of the administrator is 
superior to that of teachers; and 2) administrators' positions in hierarchical domination to 
teachers are unproblematic. These assumptions are grounded in technical-rational and 
bureaucratic thought which holds that reality is objective, that objective knowledge is
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
29
superordinate to individual subjective knowledge, and that a hierarchy of offices is 
necessary for organizational efficiency (Reitzug, 1997). Reitzug identified four types of 
leadership styles for successful supporting and inspiring staff. These leadership styles are: 
visionary, coaching, affiliative, and democratic. The visionary leader helps define where 
the school is going, but does not define how it is getting there. The coaching leader helps 
staff identify their strengths and weaknesses, encourages them to set long-term goals, and 
helps them to achieve those goals. The affiliative leader focuses on the emotional needs 
of the staff, caring about the whole person and not only the required work. The 
democratic leader is one who, uncertain about what direction is best for the organization, 
asks for ideas from the staff. Leaders use a compilation of styles, deciding which style is 
right for their staff and school at the right time.
A study by The National Association of Elementary School Principals (NAESP), 
Principals in the Public: Engaging Community Support (2000) reported that 
communication, marketing, public affairs, public relations, and engagement activities are 
now given more time and importance than ever before. According to the study, public 
support builds great schools. A focus on communicating the principal’s complex role to 
the community encourages school leaders in the development of an agenda, for 
enhancing the public’s image of schools, and of administrators as effective leaders.
Glanz (1997) noted that images and perceptions of principals, both personal and 
those resulting from public opinion, are largely influenced by culturally shared models. 
Glanz suggested that three distinct images of principals as depicted on television and in 
film have contributed to unfavorable public views. In both media modes, principals are
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typically depicted as the authoritarian principal, the principal-as-bureaucrat, or the 
principal-as-numbskull. Such images must be countered, as principals actively 
communicate to the school community that the autocrat, bureaucrat, and numbskull 
depictions are not real-world descriptors.
According to Fraynd and Capper (2003), to date, no empirical research has been 
published that focuses specifically on gay and lesbian school administrators. One of the 
first United States texts to tackle issues directly related to sexualities and schooling was 
Harbeck's Coming Out o f  the Classroom Closet (1992). This anthology includes several 
chapters that advocate the value of coming out. The notion that coming out is necessarily 
empowering did not originate with Griffin, and did not end in 1992. This emphasis on 
coming out continued in Sears and Williams' text, Overcoming Heterosexism and 
Homophobia: Strategies That Work (1997). In the introduction to this text, Williams 
argues that "the single most effective way to change homophobic attitudes is through 
one-to-one personal contacts. Thus, we need more research to suggest the best ways to 
encourage more lesbian and gay persons to come out to their relatives, friends, and co­
workers" (p. 7). Williams' emphasis on coming out is also evident in his comments 
regarding closeted academics. He notes, "many tenured full professors who are gay or 
lesbian continue to cower cowardly in the closet" (p. 4). According to Sears and 
Williams, coming out is a prime method for reducing negative attitudes and acts of 
prejudice against sexual identity minorities, while increasing the well-being of gays, 
lesbians, and bisexuals, and they deem coming out imperative in combating prejudice.
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Historical Recognition of Homosexuality 
Gay, lesbian, and queer are words with different meanings. Luhmann (1998) 
states “queer, as a term, signals the disruption of the binary of heterosexual normalcy on 
the one hand and homosexual defiance on the other, but desires to bring the hetero/homo 
opposition to the point of collapse” (p. 171). Gay usually, but not exclusively, refers to 
homosexual men, and lesbian refers to homosexual women (McNaught, 1995).
According to Winfield and Spielman (2001) “the word homosexual was first used by 
Karl Maria Kertbeny in 1869 in Prussia when arguing for the repeal of that country’s 
anti-homosexual laws” (p. 5), and is often used when referring generally to people who 
feel attraction for members of their own sex. The term “lesbian” is derived from the 
Greek island of Lesbos, where it is said that, in the sixth century B.C. there resided a 
“warrior princess” named Sappho whose job was to carry out specific tasks for the 
emperor. She managed a school for young women, and wrote poetry about love between 
women. Sappho’s writings cause many readers to believe that she was a homosexual 
(Winfield & Spielman, p. 6 and McNaught, p. 104).
Since the conceptualization of a “homosexual identity” in the late 19th century 
(Katz, 1995) brought forth the “idea that homosexuals constitute a ‘people’ set apart from 
the society they live among” (Gross, 1993: ix), self-revelation for gay people has been an 
issue. Carlson (1998)found that “by the 1990’s, the term gay had lost much of its radical 
connotation. Ironically, gay had also begun to be associated with a comfortable and 
accommodating lifestyle, in which one was closeted at work and in most social settings, 
and out only in gay bars and among a small circle of gay friends.
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Identity Formation
Identity is defined as the distinct personality of an individual and is regarded as a 
persisting entity; the individual characteristics by which a thing or person is recognized 
or known (Wordnet, 2006). Before people can identify themselves in terms of a social 
condition or category, they must: a) learn that a social category representing the activity 
or feelings exist; b) learn that other people occupy the same social category; c) learn that 
their own socially constructed needs and interests are more similar to those people who 
occupy the social category, than they are different; d) begin to identify with those 
included in the social category; e) decide that they qualify for membership in the social 
category on the basis of activity and feelings in various settings; f) elect to label 
themselves in terms of the social category; and g) incorporate and absorb these 
situationally linked identities into self-concepts over time (Lofland, 1969).
Homosexual Identity Formation
Homosexual Identity is defined as a self-identity when people see themselves as 
homosexual in relation to romantic and sexual settings. It is a perceived identity 
in situations where people think or know that others view them as homosexual. It 
is a presented identity when people present or announce themselves as 
homosexual in concrete social settings. Homosexual identities are most fully 
realized in situations where self-identity, perceived identity, and presented 
identity coincide. (Troiden, 1989, p. 47)
According to Troiden (1989), homosexual identity formation has four stages. The 
first stage of homosexual formation is sensitization; the second stage is identity 
confusion; the third stage is identity assumption; and the fourth stage is commitment. 
Stigma surrounding sexual identity affects both the formation and expression of 
homosexual identities. Homosexual identities are described as developing over a
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protracted period and involving a number of growth points and changes that may be 
ordered into series a of stages (Cass, 1979).
Homosexual identity formation is not conceptualized here as a linear, step-by-step 
process in which one stage precedes another and one necessarily builds on 
another, with fluctuations written off as development regressions. Instead, the 
process of homosexual identity formation is likened to a horizontal spiral, like a 
spring lying on its side. Progress through the stages occurs in back-and-forth, up- 
and-down ways; the characteristics of stages overlap and recur in somewhat 
different ways for different people. In many cases, stages are encountered in 
consecutive order, but in some instances they merged, glossed over, bypassed, or 
realized simultaneously. (Troiden, 1989, p. 47-48)
The researcher of this study used a portion of the questionnaire from Homosexual 
Identity Formation (HIF) Questionnaire (Cass, 1979) and the Gay Identity Questionnaire 
(GIQ) in developing the interview protocol for this study. The development of the Gay 
Identity Questionnaire was derived from tenets of the Homosexual Identity Formation 
model proposed by Cass in 1979. The GIQ is a brief measure that may be used by 
clinicians and researchers for identifying gay males in the various stages o f homosexual 
identity formation. The test construction procedures included the selection of 
questionnaire items based upon constructs of the Homosexual Identity Formation Model, 
establishment of interrater and interitem reliability for those items, and refinement of the 
GIQ through two pilot tests (Cass, 1979). The final version of the GIQ was administered 
to two hundred twenty-five males who reported having same-sex fantasies or engaging in 
homosexual behavior. Demographic and psychosocial data were collected, and used to 
describe the sample and examine the relationship of these variables to subject stages of 
HIF (Cass, 1979). Results support the use of the GIQ as a brief measure for identifying 
subject stages of homosexual identity formation (Cass, 1979).
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It is difficult to calculate the approximate number of gay people. How many 
people are estimated to be homosexual depends upon how homosexuality is defined. 
Alfred Kinsey carried out research in the 1940s and 1950s into the sexual behavior of
12,000 men and women in America. Although his work has been heavily criticized, it 
remains a rare and relatively authoritative study of sexual behavior in America. Among 
the men, Kinsey (1948) found:
• 37% reported some homosexual contact;
• 13% reported more homosexual than heterosexual contact;
• 4% reported exclusively homosexual contact.
Among the women, Kinsey (1953) found:
• 13% reported some homosexual contact;
• 4% reported more homosexual than heterosexual contact;
• 1% reported exclusively homosexual contact.
From these results Kinsey realized few people were exclusively homosexual, and less 
than half, particularly of men, were exclusively heterosexual. This led Kinsey to develop 
an orientation scale, which had exclusively heterosexual and exclusively homosexual at 
opposite ends with a wide middle range to describe the majority of people who were 
neither.
More recently, census data has been collected in the United States of America on 
married and unmarried-partner households. The census did not ask the actual sexual 
identity o f the respondents, so there is no measure of single gay people, nor is there a
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measure o f those gay people in committed relationships but not living together.
Although the census cannot give us a figure for the number of people who are gay in 
America, it can provide information on how many same-sex partnership households 
identified themselves in the survey. The 2000 census enumerated that:
• there are 105.5 million households in the USA.
• 5.5 million of these consist of unmarried partnerships;
•  of these, 594,000 consist of same-sex partners, and
• of the same-sex unmarried-partner households, 301,000 had male partners and
293,000 had female partners (United States Census, 2003, Same-sex section, ^
1).
It is estimated that nearly 1.2 million gay people and living with a same-sex partner in 
America.
According to Weedon (1999), “a person does not possess just one identity, once 
and for all; instead, identity is precarious, contradictory, and in process” (p. 35). Fraynd 
and Capper’s (2003) identity findings differed more by gender than by degree of being 
openly gay. According to Fraynd and Capper (2003), there were five possible interrelated 
reasons why the two female school administrators in their study did not clearly identity 
themselves as either lesbian or bisexual: “(a) because of their psychosexual 
development; (b) because of societal acceptance of homosexuality; (c) because they do 
not adhere to the lesbian stereotype; (d) because they thought of it as a political, strategic 
act; and (e) because not doing so narrowed the gap between who they were and who they 
presented themselves as school leaders” (Fraynd & Capper, 2003, p. 94).
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The current legal status of gay and lesbian people in the United States is largely 
dependent on local and state statues, varying according to geographical location and the 
whims of employers, public officials, and the lower courts (Fassinger, 1991). Sodomy 
laws have been particularly troublesome, as they are often used to justify discrimination 
against gay and lesbian people. According to Fassinger (1991), in some states, the 
prevalence o f AIDS (Acquired Immune Deficiency Syndrome) has been cited by courts 
and legislators as a reason to keep sodomy illegal.
There is no federal law that specifically outlaws workplace discrimination based 
on sexual identity in either the public or private sector. Gay and lesbian people who do 
come out are subject to a host of discriminatory practices, including losing custody of 
their children, being evicted from their homes, and receiving poor or inadequate medical 
care. Seven states have laws prohibiting sexual identity discrimination in public 
employment: Illinois, Iowa, Maryland, New Mexico, New York, Pennsylvania, and 
Washington. Eleven states have laws prohibiting sexual identity discrimination in both 
private and public jobs: California, Connecticut, Hawaii, Massachusetts, Minnesota, 
Nevada, New Hampshire, New Jersey, Rhode Island, Vermont, and Wisconsin. The 
District of Columbia prohibits sexual identity discrimination in both the public and 
private sectors (Law Guide, 2004, Guide view section, % 1).
Due to the lack of protection, gay people are vulnerable to many kinds of 
discrimination. For example, though employment protection exists for gay people 
in 13 states, 17 countries, and 63 cities at this writing (mostly prohibiting job
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discrimination by public agencies), many gays are barred from certain 
occupations or are targets of arbitrary dismissal. This is particularly true in the 
military, where gay people are subject to discharge solely on grounds of sexual 
orientation (Fassinger, 1991, p. 162).
In 1986, the U. S. Supreme Court delivered a serious blow to protection of gay
rights. In Bowers v. Hardwick, its first major ruling on a gay rights issue, the Supreme
Court refused to extend constitutional protection to homosexual acts between consenting
adults (Melton, 1989). Michael Harwick was a young man who had no prior criminal
record, nor was he a gay activist. He was arrested in his own bedroom in his private
home, while having sex with another consenting adult male. The courts selectively
ignored prior privacy precedent, in particular the Eisenstadt decision (Rivera, 1991).
According to Fassinger, “essentially, this ruling denied to gay people the legal protection
assumed by nongay people, and supported the constitutionality of the sodomy laws”
(Melton, 1989, p. 161). From the outrage within the gay community, three legal trends
subsequently emerged.
(a) Courts at all levels cited the Bowers case as justification for permitting 
discrimination against gay persons in other legal arenas. For example, in 
Missouri, the Bowers case was cited to deny custody to a gay father; (b) many 
legal activists of gay causes turned to the state courts and sought to have sodomy 
laws overturned on the basis of a privacy right found in state constitutions; and (c) 
some legal activists planned to find another “perfect” case to challenge sodomy 
laws before the Supreme Court, this time using an equal protection strategy.
These strategies sought a case to present gay issues within the context of a 
“suspect classification.” (Rivera, 1991, p. 84)
A suspect classification (as cited by Rivera, 1991) has three criteria:
1. “subjection to a long history of persecution for irrational stereotypes,
2. inability to obtain relief for nonjudicial branches of government, and
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3. immutability of the trait, which makes it impossible or highly unlikely for 
its members to escape from the class” (p. 84).
The Supreme Court of the United States took its boldest step towards recognizing gay 
rights in 2003, when in Lawrence v. Texas, it explicitly overruled the Bowers decision, 
declaring that homosexuals’ right to liberty “gives them the full right to engage in their 
conduct without intervention of the government.”
Homosexuality and the Military
Congressional inquiry has revealed that weeding gay personnel out of the military
costs the American taxpayers $23 million a year (Rivera, 1991). Leonard Matlovich,
decorated Vietnam War hero and airman, directly challenged the system by announcing
his sexual identity to the Secretary of the Air Force. He was immediately dishonorably
discharged. The military was forced to provide Matlovich with an undisclosed monetary
settlement, because of a loophole in military regulations. In 1981, the military issued
new regulations prohibiting gay personnel. The basic premise of the regulations is that
homosexuality is incompatible with military service. The department directive (as cited
in Rivera, 1991) associated with military conduct states that:
The presence in the military environment of persons who engage in homosexual 
conduct or who, by their statements, demonstrate a propensity to engage in 
homosexual conduct, seriously impairs the accomplishment of the military 
mission. The presence of such members adversely affects the ability of the 
Military Services to maintain discipline, good order, and morale; to foster mutual 
trust and confidence among servicemembers who frequently must live and work 
under close conditions affording minimal privacy; to recruit and retain members
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of the Military Services; to maintain the public acceptability of military service;
and to prevent breaches of security, (p. 86)
Military service members have challenged these military regulations in American 
courts. “The case closest to success was Watkins v. United States, in which a three-judge 
panel of the 9th Circuit held, two to one, that the military regulations were 
unconstitutional because gays and lesbians constituted a ‘suspect class’ (Rivera, 1991)”. 
Another case which the courts refused to hear was Ben-Shalom v. Marsh, in which a self­
identified lesbian raised First Amendment issue rights (Rivera, 1991). Women are 
especially vulnerable; even though they comprise 10% of the armed forces, they 
represent 25% to 33% of those discharged for homosexuality (Fassinger, 1991).
In “one of the most embarrassing cases yet, the Naval Academy dismissed in 
1989 a 4th year midshipman, top in his class, after he told his commander he believed that 
he was gay” (Rivera, 1991, p. 86). Rivera stated that “the federal courts have a long 
history of deference to military decisions on the basis of national security, and the courts 
treat the military legally as a separate society with its own law: the Uniform Military 
Code of Justice” (p. 87).
Homosexuality and Discrimination
According to Herek (1991), “at the cultural level, homosexuality remains 
stigmatized through institutional policies” (p. 60). Legal cases provide documented 
evidence of instances of employment discrimination against lesbians and gay men.
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Further evidence of employers' attitudes comes from a 1987-88 survey of employers in 
Anchorage, Alaska. According to Brause (1989), of the 191 employers surveyed, 18% 
said they would fire homosexuals, 27% said they would not hire them, and 26% said they 
would not promote them. A review of 21 surveys found that between 16% and 46% of 
survey respondents reported having experienced some form of discrimination in 
employment (in hiring, promotion, firing, or harassment) (Badgett, Donnelly & Kibbe,
1992).
In addition to workplace, legal, and social discrimination, gay and lesbian people
are confronted with the omnipresent threat of physical violence. Herek and Berrill
(1992), documenting the extent of violence against lesbian and gay people, write that
police often have looked the other way while young men preyed on gay people 
outside bars and in other public settings. The physical threats that gay people face 
are directly linked to visibility; both individual assaults and larger social forces 
reinforce staying in the closet (p. 96).
Consistent with pervious research (Herek & Berrill, 1992), many gays and lesbians 
describe antigay crimes perpetrated by groups of strangers in proximity to gay-identified 
venues. Violence has the effect of terrorizing the individual victim as well as the entire 
lesbian and gay community. The attack in effect punishes the gay and lesbian people for 
daring to be visible. Crimes that target individuals because of their sexual identity -  
commonly referred to as hate crimes or bias crimes -  are now understood to be a serious 
social problem (Herek, Cogan & Gillis, 2002).
Jehn (1996) makes three basic assumptions: “(a) people often discriminate 
against individuals who reveal that they are gay (stigma); (b) this happens in 
organizations as well as in general (tyranny); and (c) gays who feel that revealing their
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homosexuality might hurt them or cause conflict in their work group are less likely to
come out (safety)” (p. 3). Herek, Gillis, and Cogan (1999) further suggested that hate
crimes are criminal actions intended to harm or intimidate people because of their race,
ethnicity, sexual identity, religion, or other minority status.
Hate crime victimization appears to be associated with greater psychological 
distress for gay men and lesbians than is victimization in recent nonbiased crimes. 
Lesbians and gay men who experienced an assault or other person crime based on 
their sexual orientation within 5 years reported significantly more symptoms of 
depression, post-traumatic stress, anxiety, and anger than did their counterparts 
who experienced nonbiased person crimes in that period or no crimes at all 
(Herek, Cogan & Gillis, 1999, p. 947).
Coming out exposes gay workers to a greater likelihood of discrimination. Gay 
cops faced major hazing and harassment (Leinen, 1993), and many gay professionals 
were taunted or fired (Woods, 1993). Both groups came out with some trepidation, 
frequently pushed by the stress of concealment, and by a political or moral belief that 
coming out would help other gay people. They hoped that their professional competence, 
for example, a reputation as a "good cop or professional," and their ability to demonstrate 
the ordinariness of gay life, would allow them to maintain their status at work. For 
example, a lesbian who works for a Chicago-based utility describes her workplace in this 
way: "gay jokes are common around here. I know how the others think.” This is why 
she chooses to keep her personal life a secret from co-workers, why she eats lunch alone 
every day, and why she forgoes opportunities for professional networking (Zuckerman & 
Simons, 1996).
Friskopp and Silverstein (1996) found a range of discrimination directed against 
individual gay people in business, and that personal discrimination has a broad impact 
ranging from career damage to being bothersome or irritating. One of the most important
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findings suggested that those who were closeted suffered the most because of 
discrimination against them. In contrast, those willing to be open were most able to 
effectively challenge both personal and general forms of discrimination. Those who were 
closeted found most of their problems with being gay at work stemmed from a lack of fit 
to what or whom they related (Friskopp & Silverstein, p. 106). Levine and Leonard 
(1984) conducted a study with 203 lesbians, of whom 60% reported they expected job 
discrimination if their sexual identity were known, including termination, harassment, 
taunts, ostracism, or even violence.
Staying "closeted" can lead to a desire to leave the organization or to lowered 
performance (Kronenberger, 1991; National Defense Research Institute, 1993). Levine 
and Leonard (1984) stated that these negative feelings are not assumed to be experienced 
to the same degree by "open" homosexuals. Although these assumptions make intuitive 
sense, no research currently exists that systematically evaluates the emotional cost of 
secrecy to gay and lesbian employees. First, equity theory (Hatfield, Walster, & 
Berscheid, 1978) would predict that closeted workers would experience more negative 
job attitudes. The closeted homosexual employee is, presumably, concerned in part about 
possible inequities associated with identification of her or his sexual orientation. To 
maintain equitable treatment, closeted gay and lesbian workers may believe that they 
must keep their sexual identity secret (National Defense Research Institute, 1993). 
Variations in communication of one's orientation may, consequently, have implications 
for aspects of job satisfaction and other workplace attitudes, as well as performance.
Gay people face decisions every time they enter a work environment (Woods,
1993). The decision-making questions are numerous: How do I handle information
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about sexual identity? What will be the consequences of coming out? Of remaining 
closeted? Of avoiding the issue completely? A great deal of energy goes into these 
decisions about virtually every action and interaction in an organizational context when 
there is a personal question of the benefit or detriment of self-revelation (Jehn, 1996). 
According to Jehn (1996), after taking into account the: a) potential receiver's attitudes, 
roles, and behavior; b) sender's goals; c) expected interaction time; and d) context, the 
self-revealer can make the decision about whether to reveal at a given moment. The Self- 
Revelation Process Model posits that each situation is unique and involves some potential 
level of judgment about whether to reveal one's sexual identity. Each situation requires 
the binary assessment of “yes” or “no” -  a decision followed by behaviors that reveal or 
conceal potentially stigmatic information (Jehn, 1996).
According to Croteau (1996), fear or anticipation of discrimination was pervasive 
and is often reported as an important consideration in how workers manage their lesbian, 
gay, and/or bisexual identities at work. Discrimination based on sexual identity may also 
have adverse effects for the organization. Friskopp and Silverstein (1996) reported 
during personal interviews the common concern from gay and lesbian respondents was 
“I’m not sure I’d reach the inner circle of managing directors if I came out” (p. 108). For 
those who are openly gay and on the way up, the most pressing issue is how far the 
company will go to back up openly gay managers (Friskopp & Silverstein, 1996). 
Respondents mentioned in their interview that they were not concerned about their 
company’s internal reaction to their being gay. Rather, they were skeptical about how 
their bosses would view the capabilities of a gay manager in the marketplace -  “whether
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or not they intended to come out to client, suppliers, or vendors” (Friskopp &
Silverstein, 1996, p. 108).
Role Conflict and Job Stress
Seeman (1953) defined role conflict as the “exposure of an individual in a given
position to incompatible behavioral expectations” (p. 373). According to Getzels and
Guba (1954), individuals occupy a number of roles defined by their group, and since the
person occupying the role is generally a member of the group that defines the role, the
expectations will have legitimacy that stems from mutual acceptance of the roles. The
individuals occupying the role “[feel] an internal obligation to conform to the role, even
when in some respects the role expectations run counter to [their] own needs... The
severity of role conflict is dependent on two factors. One is the relative incompatibility
of expectations between roles.” (Getzels & Guba, 1954, p. 165)
When an individual can not realistically conform to expectations, the individual is
[forced] to choose one of several alternatives: he may abandon one role and cling 
to the other, he may attempt some compromise between the roles, or he may 
withdraw either physically or psychologically from the roles altogether. In any 
event, over any long-term period he cannot fully meet the expectations of all 
roles, and to the extent that he fails to meet the expectations, he is judged 
ineffective in the management of one or another of the roles by defining groups. 
(Getzels & Guba, 1954, p. 165)
The exerted efforts to withdraw by an individual cause stress. Job stress is 
frequently associated with role conflict and ambiguity (Kahn, Wolfe, Quinn, Snoek, & 
Rosenthal, 1964). Role ambiguity is a dependent variable. It may predict if being 
closeted restricts the gay employee from having equal access to information about the 
work role that often comes about through casual, informal conversation on the job in
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which a closeted worker may not include himself or herself (Kahn, et al., 1964).
Similarly, role conflict has been frequently conceptualized as occurring when one must
give up a part of self-identity for the sake of the job (Abrams & Brown, 1989). Job stress
is a major factor in self-identification at work because it requires a tremendous amount of
emotional energy to maintain the secrecy of a fundamental part of one's psychological
and social makeup. According to Woods (1994), one in three gay men feels he has
experienced discrimination (even though most gays conceal their sexual identity at work),
and three-quarters fear that they would be discriminated against if employers knew they
were gay. Leinen (1993) found the following:
That the head of the New York City Patrolman's Benevolent Association publicly 
vowed to fight any effort to recruit gay cops; that the International Association of 
Chiefs o f Police has long opposed hiring homosexual police officers, because they 
lack the requisite "stability, fidelity, and morality"; and that cops on the beat 
engage in "a seemingly endless stream of homosexual jokes and antigay slurs." (p. 
66)
McNaught (1993) cites cases of vandalism and threats of violence directed toward 
openly gay people on the job. Woods (1994) argues that gay men choose among three 
major strategies (counterfeiting, avoidance, and integration), each of which has its own 
costs and benefits. One-fifth of Woods' samples were currently counterfeiting a 
heterosexual identity, but all had done so at some point in their careers. Some men 
invented girlfriends or ex-wives, but these stories often took on lives of their own, with 
coworkers demanding ever more details and refusing to drop the matter, even months or 
years later. Other men described a simpler strategy of not providing evidence of one's 
homosexuality: talking repeatedly about old girlfriends without mentioning any current 
lover; describing a lover as a roommate; withholding the gender of dates and friends.
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
46
Woods (1994) noted that even these smaller deceptions, however, place gay men "in a 
tenuous moral position," conflicting with both their personal respect for honesty and with 
a growing gay perception that such acts are cowardly and disloyal to the gay community 
(p. 96). More importantly, a man who counterfeits an identity has a "recurrent sense that 
the social world has become unreal. The more effectively he presents a facade, the 
greater a man's difficulties in experiencing the reality of his everyday life" (Woods, 1994, 
p. 102). Frequently, the result for the counterfeiter is stress, anxiety, and depression 
(Woods, 1994).
Szymanski’s (2005) study examined the effect of external and internalized 
heterosexism and sexism on the mental health of lesbians, determining that they are 
uniquely related to psychological distress in lesbians. “The results further suggested that 
the interaction of heterosexist and sexist events accounts for variance in psychological 
distress above and beyond main effects. This suggests that the experience of multiple 
forms of oppression can have a profound effect on mental health” (Szymanski, 2005, p. 
356).
Avoidance strategies, currently used by more than half of Wood’s sample, involve 
dodging the issue of one's sexuality. "Rather than reveal misinformation about his 
sexuality, a man reveals nothing. He tries to appear asexual" (Woods, 1994, p. 141). This 
can be attempted through verbal dodges (changing the subject or rebuffing any inquiries 
about one's sexual or romantic relationships as "rude, inappropriate, or unwelcome") or 
situational dodges (avoiding casual interactions such as lunches, parties, or sports events, 
where exchanges of confidences are expected). Avoidance strategies are less successful 
than counterfeiting strategies in hiding homosexuality, but many men who use them are
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"perfectly comfortable with the idea that co workers might be aware of their 
sexuality... what matters is that they have not been forced explicitly, unambiguously to 
address the issue" (Woods, 1994, p. 156). The disadvantages of avoidance include 
uncertainty about who has figured out the situation and who has not, and the absence of 
opportunities for coworkers to discuss homosexuality, leaving the gay employee unsure 
how colleagues view the issues and straight employees without information to counteract 
gay stereotypes. Moreover, "a man's dodges and evasions can leave him feeling isolated 
and detached, denied even the distorted social feedback that would be possible if he were 
willing to don a heterosexual mask" (Woods, 1994, p. 163). Many severely limit their 
social involvement with peers, and this not only deprives them of important friendships 
but cuts them out of social networks that may be essential for career advancement, 
especially in managerial positions where social interactions are crucial.
Integration strategies call for gay, lesbian, and bisexual employees to 
acknowledge their sexuality on the job (Woods, 1994). According to Woods, Leinen 
incorrectly concludes that "once out in the open, gay cops no longer have to manage 
information about their homosexuality" (Woods, 1994, p. 5). Woods (1994) argues that 
the gay man who comes out "faces decisions about where, when, and how often his 
sexuality is to be displayed....By coming out, a man trades one set of managerial tasks for 
another" (p. 172-173). Gay people first must decide how (and to whom) to come out.
The most common strategy is to introduce the subject in a "mundane and familiar" 
context, often by referring to an important personal relationship in a way that shows the 
similarities between gay and straight lives (Woods, 1994). Confrontational tactics are
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used only when the work environment is so hostile that openly gay employees have 
few options (Woods, 1994).
For most gay individuals, the fears of being outed or discriminated against far out­
weigh the fear of self-identification. For gay professionals, in the Friskopp and 
Silverstein study, the consequences o f being found out were far worse than the 
consequences of coming out (p. 157). According to Winfield and Spielman (2001), the 
closet means “censoring thoughts, words, and actions relative to one’s sexual identity for 
different audiences” (p. 60). Most heterosexuals do not understand the meaning of being 
in the closet because they have never been in it (Winfield & Spielman, 1995). In 
addition, because heterosexuals have never experienced the closet, they think coming out 
is the hardest thing. What they do not realize is that the real difficulty is being in the 
closet, not coming out of it. Jonathan Rauch (2004) wrote once in The Wall Street 
Journal, that any workplace or governmental policy insisting that gay people lead secret 
lives is futile, inhumane, and unrealistic.
Friskopp and Silverstein (1991) conducted a two-part study to ascertain how 
decisions regarding industry, geographic location, partner selection, and degree of being 
out positively or negatively affected the careers of gay individuals both monetarily and 
emotionally. The first part of the study was a questionnaire disseminated by the Gay and 
Lesbian Student Association (GALA) of Harvard Business School; the second part was a 
personal interview. A highly detailed multipart questionnaire was developed and 
distributed to over one hundred gay and lesbian individuals. The focus o f the 
questionnaire included demographics, family of origin, educational history, workplace 
history, mentor-protege relationships, success, interpersonal relations at work, experience
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of and response to discrimination, degree of disclosure of sexual identity, couple 
relationship, and AIDS. The ninety-six multiple-choice responses took on average two to 
three hours to complete. The questions were formatted to reveal how other choices 
affected these gay professionals. In their follow-up interviews, the researchers hoped to 
discover how gay people identified one another in management jobs, and how they 
identified potential allies among heterosexual coworkers. Sixty-seven completed survey 
responses were received. Over half of those who returned the survey were willing to be 
personally interviewed.
Job Satisfaction
According to Guba (1958), “satisfaction is usually conceived as a state of 
personal euphoria-dysphoria whose level depends upon the quality of the interaction 
between the individual and his environment” (p. 196). Morse (1953) specified that 
workplace satisfaction depends basically upon what an individual wants from the world, 
and what he gets. Morse (1954) characterizes workplace satisfaction as being dependent 
upon the amount of environmental return. Getzels and Guba (1957) indicated that 
satisfaction is a function of degree of congruence between institutional expectations and 
individual need-dispositions. Getzels and Guba (1957) point out that when institutional 
expectations and individual needs are congruent, the behavior which the subject produces 
seems easy and natural, with minimal effort being exerted. Conversely, when 
institutional expectations and individual needs are not congruent, a considerable 
expenditure of psychic energy is required to produce effective behaviors from the
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organizational point o f view. The additional expenditure of energy is unsatisfying to 
the person.
If the gay workers are not able to communicate a relevant part of their personal 
and social identities, true job identification may not take place. Job satisfaction is 
dependent in part upon relationships with coworkers and supervisors. Again, the 
requirement to maintain secrecy could inhibit more natural social interactions, causing 
these workers to experience lower satisfaction (Smith, Kendall, & Hulin, 1969).
In the survey to examine the relationship of openness of self-identified lesbian, 
gay male, and bisexual public school teachers to job stress and job satisfaction, results 
indicated that those teachers who were more open about their sexual identity at work 
displayed significantly greater job satisfaction on personal and idiographic dimensions of 
the Teacher Job Satisfaction Questionnaire (Juul & Repa, 1993). According to Juul and 
Repa(1993),
there were no statistically significant differences between open and closeted 
teachers on non-personal or work place factors. Subjective openness indicated 
greater satisfaction from an expended social intercourse with staff and students, 
an apparent lessened sense of isolation, which led to greater job satisfaction in 
these areas when compared to closeted teachers. Those teachers who were open 
with administrators received more satisfaction from their role within the building 
than those were not fully disclosed, (p. 21)
Coming Out
In deciding to become public, lesbians and gay men in fire and police 
organizations considered several contextual issues, such as whether they could continue 
to count on back-up from coworkers in dangerous emergency situations, possible 
consequences on career, performance evaluation, and promotional opportunities. They
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also considered the likelihood or extent of social ostracism, pranks or other
harassment, their perceptions of coworkers' personal comfort level and the impact on
their relatives if the worker's sexual identity became public knowledge (National Defense
Research Institute, 1993).
Fraynd and Capper (2003) cited eight reasons for school administrators not being
open about their sexuality and reasons for their internal surveillance:
(a) They had seen or continue to see other gay/lesbian educators in their districts 
either uncomfortable or discriminated against; (b) they had witnessed 
homophobic behavior or comments by other administrators in their district; (c) 
they had witnessed school staff who were not gay/lesbian, but perceived to be so, 
called names behind their back by students or other school staff and did not want 
to be called names themselves; (d) They did not want their sexual identity to be 
the central feature of their humanity; (e) they feared public ridicule, humiliation, 
or being called names; (f) they feared losing their jobs; (g) they feared they would 
not be hired in other districts for other positions; (h) they ultimately feared they 
would need to leave education if their sexuality were known. (Fraynd & Capper, 
2003, p. 108)
These findings agree with those of Griffin (1992) and are further substantiated by Fraynd 
and Capper (2003), who found that the educator’s biggest fear was public accusation of 
being gay or lesbian which would lead to being publicly out, which would result in either 
loss of job, or loss of credibility and effectiveness.
According to Herek (1991), heterosexual Americans reject gay people at the 
personal level. Herek noted in Stigma, Prejudice, and Violence Against Lesbians and Gay 
Men that
in 1987, a Roper poll found that 25% of the respondents to a national survey 
would strongly object to working around people who are homosexual, and another 
27% would prefer not do so; only 45% “wouldn’t mind.” In a 1995 Los Angeles 
Times poll, 50% of respondents reported that they did not feel uncomfortable 
around homosexual men and women, while 35% reported discomfort around gay 
men or lesbians. This was a change from a 1993 poll, in which 40% reported not 
feeling discomfort, and 38% reported some discomfort (p. 26).
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According to Friskopp and Silverstein (1996) the primary reasons for gay 
professionals remaining closeted are:
• Fear of discrimination
• Geographical location
• Specific knowledge about corporate homophobia
• A desire for privacy
• Coming from a specific generation or culture that shaped their habits of hiding
• Discomfort with the process of coming out to a heterosexual person
• HIV/AIDS-related issues
• Negative experiences of being out.
Those who are closeted at work cited the following possible outcomes for being more 
open: harassment or ostracism from colleagues; poor performance reviews; fewer 
recommendations for raises, bonuses, and promotions; sidetracking to dead-end jobs; and 
termination of employment (Friskopp & Silverstien, 1996, p. 156).
According to Herek (1992), negative attitudes are expressed behaviorally. Of 113 
lesbians and 287 gay men in a national telephone survey, 5% of men and 10% of women 
reported having been physically abused or assaulted in the previous year because they 
were gay (Herek, 1992). Nearly half (47%) reported experiencing some form of 
discrimination (job, housing, healthcare, or social) at some time in their life based on 
their sexual identity (Herek, 1992).
Despite the risks, all three authors, Woods, McNaught, and Leinen, emphasize the 
value of being and coming out. Woods (1994) notes that "not one of these men now says
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that he regrets his decision to come out... More than anything else these men describe 
an overwhelming sense of relief that followed the disclosure. They speak of reduced 
stress, enhanced self-images, and a feeling of liberation" (p. 217). After 20 years of 
working with gay, lesbian, and bisexual people, McNaught (1993) concludes that "the 
people who are most open about their sexual orientation experience the least conflict in 
their lives" (p. 34). Woods and McNaught emphasize the positive impact of these 
changes on an employee's productivity.
Upon analyzing these studies, a common limitation is the dependence on 
information from small numbers of participants. Leinen’s interviewed 41 police officers, 
Woods interviewed 70 professionals (all males), and McNaught relied heavily on a 
limited number of informants and his own experience as a gay man and trainer on 
homophobia. In addition, Leinen’s (1993) outsider's perspective is apparent when he 
worries how he will handle possible sexual advances from interviewees or when he 
seems to regard gay cops as an alien species, explaining that "gaining their trust was a 
long and difficult process" (Leinen, 1993, p. 44). Leinen also includes far more sexual 
information and raw language than either of the gay writers, which tends to perpetuate 
the stereotype of the sex-obsessed homosexual. On the other hand, his straight liberal 
biases are useful in providing some counterpoint to the gay biases of Woods and 
McNaught.
With each shift in context or situation, a new assessment and possible change in 
decision and subsequent behavior may take place. Each new decision provides an 
opportunity for feedback. If deciding to reveal improves interpersonal relationships, this 
would indicate to most that it was the right decision. If, however, revealing brings harm
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(i.e., physical, financial, emotional), then some might argue that for that context, it was 
the wrong decision. Choosing not to reveal can also be a right or wrong decision, 
depending on the outcome and the decision-maker’s feelings and goals. If being closeted 
means remaining safe from harm, then it may be classified as the right decision. If, 
instead, it forces an individual to expend great time and energy to remain invisible (to 
continue to “pass”), then it may be evaluated as a wrong decision. The consequences, or 
cost, of coming out or staying closeted is evident for most gays and lesbians on a daily 
basis and the potential for conflict is always present.
With changing attitudes towards gays, the cost/benefit calculus of being visible 
has changed dramatically. Revealing that you are gay, especially to others who are not 
gay, is now seen by many as psychologically beneficial to the individual gay person and 
politically beneficial for the gay community as a whole (Cain, 1991).
Identity Management/Negotiation 
Howard (2000) stated that “at earlier historical moments, identity was not so 
much an issue; when societies were more stable, identity was to a great extent assigned, 
rather than selected or adopted” (p. 367). Identity currently carries the full weight of the 
need for a sense of who one is, together with an often overwhelming pace of change in 
social context (Howard, 2000). These social contexts include groups and networks in 
which people and their identities are embedded within societal structures and practices 
(Howard, 2000). Analyses of identities based on single social positions, such as gender, 
race, ethnicity, class, sexuality, or age have given way to a chorus of calls for analyses of 
how identities intersect, and a need to further determine how these intersecting identities
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are managed (Howard, 2000). For example, Takagi (1994) explores intersections 
between sexual and ethnic identities. Takagi’s study focuses on gay and lesbian Asian 
Americans, analyzing how silence operates in both Asian American society, and gay 
history and experiences. Greene (1998) parallel analysis of lesbian and gay African 
Americans points to cultural contradictions and the negotiation enactment of these 
identities. Greene’s study stresses themes of family and ethnic group loyalty, the cultural 
history of sexual objectification, the importance of community, and the cultural legacy of 
homophobia (Greene, 1998).
Beckwith (1998) also addresses conflicts between two identities. His study 
focuses on class and gender. In this study the collective identity of women was 
subsumed in the context of a wider working-class collective identity. The study by 
Freitas, et al (1997) of negative identities, for example, problematizes the notion of a 
unified, rational self, and argues for the need to negotiate border spaces, and to 
conceptualize identities and identity work as tenuous, fragile, and elastic, rather than as 
fixed and dichotomous.
Dual identities are managed in several ways. According to Ellemers and Van 
Rijswijk (1997), group members use various strategies when managing their identities. 
Inferior group status elicits strategic responses, determined by the availability of 
situational ambiguities and identity consideration.
Stouffer (1949) identified that within any social group, there exists a strain for 
conformity to intuitional norms, because when norms are clear and unambiguous, 
individuals have no choice but to conform or take the consequences. According to 
Stouffer (1949),
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He can conform to one set of role expectations and take the consequences of 
non-conformity to other sets. He can seek a compromise position by which he 
attempts to conform in part, through not wholly, to one or more sets of role 
expectations, in the hope that sanctions applied will be minimal, (p. 707)
Gay and lesbian persons may use various strategies to conform and cope with
heteronormative role expectations. Chung (2001) identified two sets of work adjustment
strategies -  “identity management strategies” may be used for dealing with potential
discrimination, and “discrimination management” strategies may be used for dealing with
encountered discrimination.
Chung (2001), adapting from the work of Griffin (1992), determined that identity
management entailed five strategies. These strategies included: 1) acting, 2) passing, 3)
covering, 4) implicitly out, and 5) explicitly out. The first strategy, acting, is a new
addition to Griffin’s original four strategies. According Chung (2001), it refers to
engaging in a heterosexual relationship for the purpose of making people believe that one
may be perceived as heterosexual.
According to Chung (2001), discrimination management includes the following
strategies: (a) Quitting (resignation without identifying work discrimination); (b) silence
(lack of overt reaction); (c) social support (sharing experiences of discrimination
encounters with selected individuals in an attempt to gain support and cope with
discrimination); and (d) confrontation (addressing the issue perpetrator). According to
Chung, these four discrimination management strategies follow a progressive order from
refusing to face the issue to addressing the problem directly. “Those who have a strong
sense of sexual identity may be more likely to use more assertive actions to deal with
encountered discrimination than those who are involuntarily ‘outed’ (Chung, 2001, p.




According to Getzels and Guba (1957), institutions have certain characteristics,
such as being purposive, peopled, structural, sanction-bearing, and normative. Getzels
and Guba (1957) established the criteria that institutions are normative based upon
the fact that tasks for achieving the institutional goals are organized into roles 
implies that the roles serve as “norms” for the behavior of the role incumbent 
(staff [member] or actor. The role expectations are obligatory upon the actor if he 
is to retain his legitimate place in the institution, (p. 425)
School systems are institutions, and subscribe to the characteristics of being normative,
and more specifically heteronormative.
Heteronormativity, according to Melillo (2003) “the presumption that
heterosexuality is superior to homosexuality ...inherently assuming]
‘heteronormativity,’ completely rejecting the possibility that homosexuality is worthy of
any consideration whatsoever, because it is not ‘normal’ (p, 3) is the narrow lens that
focuses American schools. The power of heteronormativity is rooted in the tradition that
in order to be “normal,” as explored in Evan’s (1999) article Are you Married:
Examining Heteronormativity in School, the single question predictor o f normalcy or
worthiness to lead a school is participation in a traditional marriage (Evan, 1999).
When these school leaders adhered to gender role stereotypes, positioned 
themselves away from gay/lesbian stereotypes, and concealed their identity by 
passing, separation, or reputation, these actions all contributed to reinforcing 
heteronormativity in the school. In addition, in a few cases, the administrators 
became agents of the heteronormative process by encouraging some of their 
sexual minority students and staff to develop better internal discipline and 
external suppression of things lesbian or gay. (Fraynd & Capper, 2003, p. I l l )
According to Fraynd and Capper (2003), most school leaders are cautious in addressing
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gay and lesbian issues in their schools for fear of community backlash, and of being 
labeled gay themselves or as gay sympathizers. According to Melillo (2003), 
“heteronormativity cuts the wings off a lot of people. In order to fit into normalcy, they 
tend to be less creative, less dynamic” (p. 19).
How many personal and organizational casualties has heteronormativity caused in 
the field of school administration? According to Croteau (1996), there is a need to 
expand the scope of research on the workplace experiences of the gay and lesbian 
population because current research is limited in both content and methodology. Fraynd 
and Capper (2003) stated that “research on sexual minority leaders can reveal rich 
insights about leadership, school’s role in society, and the politics of schooling... 
findings confirm that studying the lives of sexual minority administrators can open 
another window on power and oppression in schools and further expose how 
heterosexism constrains everyone” (p. 122).
Summary
Material presented in this chapter provided a summary of research done in the 
field of school leadership for the purpose of informing the educational field of the 
potential losses. The current and upcoming leadership challenges are daunting. Now, 
more than ever, education systems, and the communities they serve, need leaders with the 
vision, courage, will, and energy to lead them into the future. School administrators are 
required to maintain a relentless focus on what is essential, and to skillfully apply 
effective change leadership practices to address increasing demands. To accomplish the
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ever-increasing challenges of being a successful leader, school administrators should 
not have to employ internalized surveillance, negotiate their identity, to feel forced to 
decide whether to be in or out o f the closet, or to exert so much effort to integrate into an 
established heteronormative environment.
According to Abrams and Brown (1989), job stress is a major factor in self- 
identification, because it requires a tremendous amount of emotional energy to maintain 
the secrecy of a fundamental part of one's psychological and social makeup. According 
to McNaught (1993), on a daily basis the closeted gay or lesbian person in the workplace 
leaves behind who they are, what is important to them, and what motivates them to 
succeed, by keeping a mask on to avoid discrimination. Unmasking school leaders is an 
important aspect of school administrators being able to lead effectively. Getzels and 
Guba (1957) provide a framework by which complete success is based upon the staff 
member and institution working harmoniously towards the established goal within the 
parameters that allow the staff member to be authentic. Bolman and Deal (2001) discuss 
the ability to lead from the soul as a gift. This gift is available to all school leaders; 
however, gay and lesbian school administrators may not be comfortable accepting the gift 
of leadership as readily as heterosexual school administrators.
The purpose of this study was to explore how gay and lesbian school 
administrators negotiate their personal and professional roles and responsibilities, in 
situations where personal gender preference might negatively influence their legitimacy 
as leaders in a social climate that assumes all public school administrators are 
heterosexual. As clearly stated by Koschoreck and Slattery (2006), schools can either be
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a part o f the solution, or a part o f the problem, in addressing heterosexism and bigotry 
against gays and lesbians.




This chapter includes the design of the study and descriptions of the 
population, data collection procedures, and data analysis methods. The purpose of this 
phenomenological study is to determine how gay and lesbian school administrators 
negotiate personal and professional identity, and professional roles and responsibilities 
in heteronormative organizations.
Design of the Study 
The researcher used a qualitative method to study how gay and lesbian school 
administrators negotiate their personal and professional identities and professional 
roles and responsibilities in heteronormative organizations. Merriam (1988) stated 
that a major goal of qualitative research is to provide knowledge that is believable and 
trustworthy. According to Glesne (1998), qualitative researchers seek to make sense of 
personal stories and the ways in which they intersect. Van Manen (1997) believed that 
the personal life story interview serves two clearly stated purposes: “(a) It may be 
used as a means for exploring and gathering experiential narrative material that may 
serve as a resource for developing a richer and deeper understanding o f a human
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phenomenon; and (b) the interview may be used as a vehicle to develop a 
conversational relation with a partner (interviewee) about the meaning of an 
experience” (p. 66).
The Handbook o f  Qualitative Research (Denzin & Lincoln, 1994) identified 
the six most commonly used methods of qualitative inquiry in educational research. 
The methods identified by Denzin and Lincoln (1994) are phenomenology, biography, 
case studies, grounded theory, ethnology, and narratives.
Since this study sought to understand the experiences of gay and lesbian school 
administrators in a descriptive manner from the gay and lesbian school leader’s point 
of view as school leader, the researcher determined that the phenomenological 
approach was most appropriate research method for this study. This study explored, in 
a descriptive manner, the participants’ experience of being a gay or lesbian school 
leader. According to Creswell (1998), a phenomenological study focuses not on the 
life of an individual but on a concept or phenomenon. Patton (2002) described 
phenomenology as a philosophy, a paradigm, a methodology, equated with qualitative 
methods of research and naturalistic enquiry, the aim of which is the description of 
phenomena rather than explanation. According to Ehrich (1996), “phenomenology 
demands that things are described in the way one experiences them” (p. 198).
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
63
Interview Protocol
The data obtained for this study were generated through the use of structured 
interviews, using a protocol developed by the researcher based on the review of the 
literature described in Chapter 2. Dexter (1970) described interviewing as 
“conversation with a purpose” and looked to explore the experience of others in their 
own natural language (p. 136). Silverman (1993) stressed that the interview with 
open-ended questions is directed at collecting an “authentic” understanding of 
people’s experiences and is the most effective way to achieve this end.
According to Fontana and Frey (1994), structured interviews allow for open- 
ended questions to be used to gather data in a straightforward manner, allowing all 
participants to receive the same set of questions. The interview questions were 
adapted from current literature, and participants were asked questions from the 
interview protocol (Appendix A). The interview was open-ended, inductive, and 
designed to allow each participant to answer questions honestly. Follow-up and 
clarification questions were asked based on the responses to the initial questions. The 
interviews focused on the participant’s personal stories as a gay or lesbian individual, 
and interpretations o f his or her own lived experiences o f how being gay or lesbian 
affected his or her work as a school leader.
Subjects
The subjects were selected based on the following criteria:
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• certified by the State with approved administrative school personnel 
credentials;
• currently or recently employed as a school administrator;
• self-identified as a gay male or lesbian female;
• resident of the United States.
The population of this study consisted of five adult gay males and four 
lesbians. Of the nine participants six identified as Caucasian, two as African- 
American, and one as Asian-American. Six of the participants were between 30-40 
years old, two were 41-50 years old and one was between fifty and sixty years old.
Participants were recruited via purposeful sampling, specifically using the 
methodology of snowballing. Using this type of sampling allowed the researcher to 
target a specific population and hand-pick participants for the research study, based 
upon similar characteristics, such as being a gay or lesbian school leader. Purposeful 
sampling proved to be beneficial, because it yielded nine participants with similar 
characteristics. Purposeful sampling in qualitative research requires targeting 
participants who are information-rich, and is the most useful strategy in obtaining 
participants for qualitative studies (Patton, 2002). Snowballing identifies cases of 
interest from people, who know people, who know people who know what cases are 
information-rich, that is, good examples for study (Patton, 2002). Through the use of 
snowballing methodology, nine participants volunteered to be interviewed for this 
study.
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Data Collection Procedure 
Before starting the interview process, approval for collection of the data was 
secured by submitting a human subject approval form to the Office of Research 
Compliance of the Northern Illinois University Institutional Review Board (IRB). The 
researcher requested and was granted a waiver of written informed consent (waiver of 
signature) from the Northern Illinois University IRB, because participating in this 
study may potentially have a negative impact on their professional career. Participants 
were informed that that all information gathered during this experiment was kept 
confidential. Confidentiality was ensured in several ways. Each participant was 
assigned a numerical identification number. An instrument protocol was used as the 
main source of information gathering.
A copy of the Letter of Invitation to Participate in a Research Project 
(Appendix B) was sent via email, and a follow-up telephone call was made to solicit 
and confirm participation in this study. All interviews were audio taped. Interviews 
lasted on average one hour and thirty minutes, and the location of the interview was 
determined by the participants. The researcher listened to each audio recording three 
times. Audio recordings were then transcribed verbatim in writing and data was 
coded. Data from the participants was collected during summer 2006. Once data was 
collected, participant codes were assigned to each recording to assure confidentiality 
as promised to the participants. The codes were as follows: Subject #1 -Charles, 
Subject #2 - Bill, Subject #3 - Sharon, Subject #4 - Jackie, Subject #5 - Kevin, Subject 
#6 - John, Subject #7 - Robert, Subject #8 - Mary, and Subject #9 - Sylvia. The
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method for arriving at these codes was designed by the researcher. The information 
obtained from the participants was secured in a locked location and held in confidence 
by the researcher for three years, and destroyed according to federal regulations.
Data Analysis
Transcriptions were reviewed by the researcher to identify patterns and themes 
common to participants in this study. The ninety-eight pages of raw data from the 
transcriptions were analyzed using Colaizzi’s (1978) phenomenological analysis as 
listed in Appendix E. The researcher used a two-step process to code and analyze the 
data: open coding and axial coding. Open coding (Merten, 2005) was used to 
categorize general preliminary concepts based upon the questions from the interview 
protocol. Based upon the open coding, three common impressions emerged. The 
concepts that emerged were societal vs. personal views of a school leader, tangible 
ways gay and lesbian school administrators manage their dual roles; and how the 
school is impacted by the school leader ability and/or inability to conceal their sexual 
identity.
The researcher reviewed the transcriptions three times to determine similar 
statements, commonalities in phrases, and distinct differences between participants. 
The researcher then used axial coding, which allowed the researcher to group common 
statements together based upon the transcriptions from the interviews. The researcher 
affixed codes to the transcripts and incorporated notes written during the interviews. 
Based upon axial coding, the researcher began organizing common statements
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together. The researcher then organized common statements into a matrix (Appendix 
D) and discovered common themes.
Summary
Due to the explanatory nature of this study, a qualitative approach employing 
the tradition of phenomenology was used. The researcher conducted interviews with 
nine gay and lesbian school administrators. The results of interviews, significant 
statements, formulated meanings, concepts, and themes are presented in chapter 4.
This chapter defined the methodological approaches utilized in determining 
how self-identified gay or lesbian school administrators negotiate their identities 
within heteronormative organizations. The population, data collection protocol, and 
procedures and methods for analyzing data were all reported and discussed.
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DATA ANALYSIS AND FINDINGS 
Purpose
The purpose of this phenomenological study was to explore how gay and lesbian 
school administrators negotiate their professional roles and responsibilities in a social 
climate that assumes all public school administrators are heterosexual, and where sexual 
identity might negatively influence their legitimacy as a school administrator. This 
chapter presents and analyzes data, and seeks to answer the following research question: 
how do self-identified gay and lesbian school administrators negotiate their identities and 
professional roles and responsibilities within heteronormative organizations?
Description of Subjects 
All study participants worked as school administrators in the Midwestern part of 
the United States, and served as building or unit-level leaders. Each participant was 
assigned a pseudonym to maintain anonymity. Of the nine participants, four were female 
and five were male. Six participants were in their thirties, two participants were in their 
forties, and one was over fifty years old. Six participants were Caucasian, and three were 
persons of color, two African-American and one Asian-American.
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
69
Eligible study participants chose the interview locations and times, and 
completed a questionnaire that elicited the following demographic information: gender, 
age, ethnicity, job title, building level (elementary, middle, or high school), number of 
staff members, number o f students, and number of administrators in the school. Six 
interviews lasted approximately one hour; three interviews lasted over an hour. Due to 
the one hour and thirty-minute interview average, participants were asked several times 
throughout the interview if they needed to rest or discontinue the interview. During the 
interviews, participants exhibited many expressive behaviors such as speech disfluency, 
and one participant wept. Although some participants were clearly uncomfortable, none 
asked to discontinue the interview.
Analysis and Findings 
This study’s conceptual base was from Getzels’ and Guba’s (1957) premise that 
“the unique task of administration, at least with respect to staff relations, is to integrate 
the demands of the institution and the demands of the staff member in a way that is at 
once organizationally productive and individually fulfilling” (p. 430). This illustrates 
how gay and lesbian school administrators negotiate personal and professional identity 
and professional roles and responsibilities in heteronormative organizations. Participants 
in this study exerted enormous and strategic efforts to conceal their sexual identity, which 
consequently had a negative impact on each of them and their ability to lead. Identity 
cloaking served as a distraction, thus limiting their ability to perform their job
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responsibilities. At the same time, efforts to hide their sexual identity contradicted 
their equally strong desire to be truly authentic school administrators.
Throughout the interviews, participants described behaviors and work experiences 
indicative of a person hiding in plain sight. Participants described the internal struggles 
caused by their decision not to disclose their sexual identity as a form of negotiating their 
way through the work day. Participants spoke about themselves in a disassociative 
manner, and described their experiences in the third person, thus further removing 
themselves from reality. Seven of the nine participants stated that this was the first time 
someone had asked about their ability to function as an effective school leader within a 
heteronormative environment.
Eight of the nine participants described their staff as a team and viewed their staff 
members as committed and caring employees. Eight participants described their staff in 
endearing terms, and valued their ability to be cheerleaders for their staff, instructional 
leaders for teachers, and parental guardians for their students. According to the 
participants, student, staff, and parental engagement led to the strongest feelings of 
authenticity. Issues pertaining to being gay or lesbian arose in the small, quiet moments 
of the day, when they could not engage in authentic conversations with colleagues.
Participants felt guilty about their self-imposed censorship, known as remaining 
in the closet. According to Winfield and Spielman (2001), the closet represents censored 
thoughts, words, and actions relative to one’s sexual orientation for different audiences 
(p. 60). Most heterosexuals do not understand the meaning of being in the closet because 
they have never been in it (Winfield & Spielman, 2001). In addition, because
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heterosexuals have never experienced the closet, they fail to realize that the real 
difficulty is being in the closet, not coming out of it. Participants described being in the 
closet as a safe space. Yet, from the closet, they experienced being a gay or lesbian 
school leader as segmented and fragmented, as if a portion of themselves was dropped off 
at the school’s front door to be picked up on their way home.
At the time this study was conducted, there were no existing anti-sexual identity 
disclosure policies, yet all nine of the participants choose to guard their sexual identity as 
a secret. Lack of disclosure led to internalized struggles at work and at home. For 
example, participants described how the fear of being “outed” made it difficult to go to 
work. Participants remained conflicted about not disclosing their sexual identity, yet were 
proud of their ability to mask it, a form of competing responses. Although participants 
described value conflicts and competing responses regarding their sexual identity, this 
study extensively discusses five emergent themes:
• societal expectations of a school leader;
•  constant awareness and need to perform above expectations;
• desire to be more authentic;
• a need to feel safe and comfortable in the work environment;
• fear:
a.) of not being promoted;
b.) o f job loss; and
c.) of being identified as a pedophile.
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Theme #1: Societal Expectations of a School Leader
Society has exacting expectations of the school leader. School administrators are 
viewed as members of a school community, in which it is generally assumed that they 
participate in community affairs with more visibility and vigor than other citizens.
School administrators’ high social status is based solely upon their roles as the school 
leader. When individuals meet their role expectations, it is assumed that he or she is 
adjusted to the role, and when personal needs are fulfilled, this individual’s identity is 
deemed integrated.
While almost no one ever concerns himself with the conduct of the average 
individual unless he seriously violates the customs and conventions of the 
community, many people are constantly on guard to be certain that (school 
administrators) behave appropriately at all times. (Getzels & Guba, 1955, p. 32)
Being heterosexual is a privilege. Johnson (1997) presents some aspects of
privilege for heterosexuals, stating that they have the
privilege of being able to assume acceptance as “normal” members of society, 
express physical affection with their partner in public, refer openly to their private 
lives, live in a world full of cultural images that confer a sense of legitimacy and 
social desirability, and live without fear that others will find out who they are. All 
of this is a form of privilege because it is systematically denied to gays and 
lesbians, (p. 149)
A heterosexual school community member is afforded privileges that gay and lesbians 
are not offered. Yet despite of the heteronormative school cultures that erect enormous 
obstacles to effective leadership, lesbian and gay educators continue to pursue school 
leadership positions.
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Heteronormativity is the lens that focuses American schools (Melillo, 2003).
According to Melillo (2003), there is “the presumption that heterosexuality is superior to
homosexuality, but also inherently assumes “heteronormativity,” completely rejecting the
possibility that homosexuality is worthy of any consideration whatsoever, because it is
not “normal” (p. 3). As explored in Evans’ (1999) article, Are you Married: Examining
Heteronormativity in School, the power of heteronormativity is rooted in the tradition that
in order to be “normal” one must be married. The single predictor of school
administrators’ normalcy or worthiness for leading a school is whether they are married
in a traditional manner (Evans, 1999). Competing responses were illustrated within this
theme. Two participants specifically stated that society expects the school administrator
to be heterosexual. According to Principal Charles,
Society has the expectation that school administrators are heterosexual. If they 
walk into this office they expect to see pictures of my wife on my desk. There are 
no pictures of my partner in this office at all. Every single picture I’m in is with a 
student. Because I wear a wedding ring on my left hand, people expect me to talk 
about my wife in personal conversations.
Assistant Principal Sharon,
You’re an upright citizen and I think that kind of fits the picture-book image. You 
go to work, have children, white picket fence, you go to church and you go to 
Little League games in the afternoon and that is about it. To be honest, that’s just 
about it. Very narrow! I think people are shocked when they hear of outside 
interests whether you like Harley Davison or you like to climb mountains...
All nine study participants agreed with Leithwood and Riehl’s (2003) “core 
practices” regarding the principal’s role, which include 1) setting direction, which 
includes identifying and articulating a vision, fostering the acceptance of group goals, and 
creating high performance expectations; 2) staff development, which involves offering
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intellectual stimulation, providing individualized support, and providing an appropriate
model; and 3) redesigning the organization, which implies strengthening school culture,
modifying organizational structures, and building collaborative processes. Leithwood
and Riehl (2003) note that current education reform requires school administrators to
carry out several roles specifically related to accountability (marketing, creating, and
sustaining a competitive school); decentralization (empowering others to make
significant decisions); professional (providing instructional leadership; and developing
and executing strategic plans). The school leaders in this study responded to societal
expectations o f a school leader by stating that a school leader must be knowledgeable,
provide a safe environment, advocate for parents and students, shape students into
productive citizens, and effectively communicate and build relationships. For example,
Principal John stated that society “tends to expect us to solve all the problems or fix their
kids. School leaders are looked upon to do sometimes impossible tasks. I see our role in
concert with what is going on at home.”
According to Reitzug (1997), there are two assumptions that underlie the
principal’s image as a superior and expert. These assumptions are that 1) the
administrator’s knowledge base are superior to a teacher’s, and 2) administrators'
positions in hierarchical domination is unproblematic. Participants in this study echoed
similar assumptions. Principal Bill stated that
They look at that person as one that is in charge and understands what the 
program is all about. Also (the principal) makes decisions about discipline and 
makes the ultimate decision about staff. Internally staff looks at it as the person 
who gives some type of guidance in terms of curriculum, direction for the 
building, the one that is the gatekeeper for the building. I do believe as far as the 
community, they see it as a broad range position. They don’t see it as someone
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only in charge of the staff or the students.. .How community tends to work with 
me is as the mediator in terms of problems. It’s not as though they come to me 
because they want to talk about curriculum unless there is a problem. It’s not as 
though staff come up to me many times unless there is a problem. Usually when I 
have to see a student it is because it is a problem.
“The school in its social aspect represents a system of human interaction in which 
the participants are oriented by their expectations concerning individual rights and 
obligations” (Jensen, 1954, p. 38). In an ideal world, institutional expectations and 
personal needs would be congruent. According to Getzels and Guba (1957), and further 
substantiated by Bolman and Deal (2004), absolute congruence of expectations and needs 
is seldom found in practice, and as a consequence there is inevitably a greater or lesser 
amount of strain or conflict for the individual and the institution. This strain or conflict 
points to three primary sources of conflict in the administrative setting. According to 
Getzels and Guba (1957), these conflicts are: 1) role-personality conflicts; 2) role 
conflicts; and 3) personality conflicts. “Role-personality conflicts occur as a function of 
discrepancies between the pattern of expectations attached to a given role and the pattern 
of need-disposition characteristic of the incumbent of the role” (Getzels & Guba, 1957, p. 
431).
Although participants described their style of leadership as collaborative, they 
exerted extreme effort each day in negotiating their school leader roles. For example, 
Principal Charles described himself as
very hands-on... The retiring principal was very hands-off, [but] I’m in 
classrooms every day. There is a lot of school spirit and high staff morale.
You’re sitting in my office that is filled with school spirit. Everything is about 
collaboration and teamwork.
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Although he believed that the majority of his staff knew he was gay, Principal Charles 
described a slippery slope worrying about his colleague perception of him if they knew 
for a fact he is gay. This form of internalized conflict occurred among most of the 
participants who have said to themselves, “I think they know, but I am not sure, so I will 
just keep on as if nothing is different.”
Theme #2: Constant Awareness and Desire To Perform Above Expectations
Similar to Leinen’s (1993) New York gay and lesbian police officers’ responses, 
cited in the literature review, the school administrators in this study acknowledged having 
to work harder than their heterosexual colleagues. Participants expressed a constant 
awareness and desire to perform above expectations, resulting in this study’s second 
theme. Of the nine participants in this study, eight specifically stated that they provided 
hands-on leadership and had extremely high expectations for themselves.
Concern over their sexual identity led eight of the nine participants to place higher
expectations on themselves. They expressed the need to go beyond expectation “just in
case their sexual identity ever because an issue.” Principal Bill described
the need to go beyond the call of duty, because if your sexual identity ever 
became a factor, your job performance better be beyond reproach in order to 
justify the continuation of your employment. I never want to give them any 
excuse to fire me so I make sure to always cross all T’s and dot all I’s.
Assistant Principal Sharon expressed anxiety about being viewed as a gay administrator
versus a good administrator,
I want to be known as a good administrator, not the gay administrator, and all it 
takes is that one person to start it up, and there you go.
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Judgments of effectiveness and ineffectiveness can not be interpreted unless 
both the expectations being applied, and the behavior being observed, are known (Getzels 
& Guba, 1957). Effectiveness is a function of congruence between behaviors and 
expectations. “When expectations and needs are not congruent, satisfaction is reduced 
below the theoretical maximum. The individual may choose to maximize his 
effectiveness or to maximize his efficiency without necessarily being satisfied” (Getzels 
& Guba, 1957, p. 435).
Theme #3: Desire to Be More Authentic
Authenticity is defined as a psychological concept in which the individual derives 
gratification and positive emotions from exercising signature strengths: “our true self, 
our individual existence, not as we might present it to others, but as it really is, apart from 
any role we play” (Handler, 1986, p. 3). The third theme, echoed throughout all nine 
interviews, was the desire to be more authentic in their personal interactions, particularly 
with students. For the purposes of this study, being authentic refers to being fully honest 
about one’s sexual identity. The need for authenticity goes hand-in-hand with the desire 
for self-actualization. According to Maslow, the need for self-actualization is expressed 
in a person’s desire for self-fulfillment, and is the highest step on the hierarchy of needs. 
This internal striving allows a person to reach his or her potential. Self-actualization is a 
growth need, as growing and learning contribute to a sense of fulfillment.
Principal Mary stated that “I know a lot of gays and lesbians who wouldn’t dare 
come out at work under no circumstances. It’s almost as if you’re leading a double life.” 
Avoidance strategies include dodging the issue of one's sexuality; "rather than reveal
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misinformation about his sexuality, a man reveals nothing, he tries to appear asexual" 
(Woods, 1994, p. 141). Dodging can be expressed verbally (changing the subject or 
rebuffing any inquiries about one's sexual or romantic relationships as "rude, 
inappropriate, or unwelcome") or situationally (avoiding casual interactions such as 
lunches, parties, or sports events, where exchanges of confidences are expected). 
According to Woods, avoidance strategies are less successful than counterfeiting 
strategies in hiding homosexuality, but many men (and women) who use them are 
"perfectly comfortable with the idea that coworkers might be aware of their sexuality... 
what matters is that they have not been forced explicitly, unambiguously to address the 
issue" (Woods, 1994, p. 156).
The disadvantages of avoidance include uncertainty about who has guessed the 
truth, and the absence of opportunities for coworkers to discuss homosexuality, leaving 
the gay employee unsure about how colleagues view the issue, and straight employees 
without information to counteract gay stereotypes. Moreover, "a man's dodges and 
evasions can leave him feeling isolated and detached, denied even the distorted social 
feedback that would be possible if he were willing to don a heterosexual mask" (Woods, 
1994, p. 163). Many lesbian and gay administrators severely limit their peer social 
involvement, depriving themselves of important friendships, and cutting themselves out 
of social networks that may be essential for career advancement.
One administrator engaged in dodging behavior by changing careers because she 
feared not being accepted as a lesbian school administrator. Another female participant, 
Assistant Principal Sharon, described the experience of not being authentic:
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It grieves me not being able to openly share my life with students, who will one 
day sit where I am. I would like to be able to tell students personally, because 
students look up to me and they get attached to me... So I wish that not only 
myself, but others could be more open for the students, not necessarily for the 
adults. Students are kicking open the closet doors like mad. They are really 
coming out very young. The students are very open to it. Still, I think they need 
some positive role models.
If lesbian and gay workers are not able to communicate a relevant part of their personal
and social identities, true job identification may not take place. Job satisfaction is
dependent in part upon relationships with coworkers and supervisors. Again, the
requirement to maintain secrecy could inhibit more natural social interactions, causing
these workers to experience lower satisfaction (Smith, Kendall, & Hulin, 1969).
Assistant Principal Sharon noted,
It’s hard to come here and not be able to share the things that make me happy, 
stories about my family or things like that, or my goals or even just when I’m 
hurt, because maybe my partner is sick. I can’t share that. I can’t let people know 
that is why I’m stressed or that is why I’m nervous. I can’t share any of that, only 
with a couple of very close friends.
Eight participants described several strategies used to conceal their sexual 
identity, including managing their sexual identity. Of the three work adjustment 
strategies (dodging, counterfeiting, managing), Chung (2001) contends that identity 
management strategies may be used for dealing with potential discrimination.
According to Griffin (2001) identity management entailed four strategies: 1) 
passing, 2) covering, 3) being implicitly out, and 4) being explicitly out (Sited in Chung, 
2001). Chung (2001) added acting as an additional strategy; however, none of the study 
participants described their behavior as “acting.” Participants did identify using 
strategies (above) identified by Griffin, and further validated by Chung. Chung (2001)
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describes passing as engaging in a heterosexual relationship for the purpose of making
people believe that one is heterosexual. Administrator Jackie described passing as:
I look very feminine. Again they assumed because of my looks that I’m not a 
lesbian. People assume because, one, I have a baby, a toddler; and, two, I’m a 
femme. She’s just one of those good ole smart women that intimidate the men. 
My daughter is four. I consider myself passing situationally, but I know I have 
never been in a situation where I needed to identify as a lesbian and did not. I 
have never been in a situation where the line was drawn and I need to step up to 
it.
Assistant Principal Sharon employed covering and stated, “the hardest thing is just 
worrying about everyone’s perception, because in my experience you never know how 
people are going to react.”
One of Principal Mary’s colleagues said,
You’re so good at getting around every question, because you turn it and put it 
right back on me. [The colleague] considers it an art form. You learn how to talk 
in non-gendered terms. You learn how to put it back on the other person. It’s just 
the way I have to be. It’s a lot of effort. But that’s just what you do.
Principal Kevin uses clues as a strategy to be implicitly out,
I will always leave clues around. I have my rainbow flag on my car, clues again... 
As a professional I don’t know how to bring it up. I have probably each year 
about 7-10 students come out to me. I don’t know if it had something to do with 
my clues or my openness. The thing no one has ever asked me in my entire 
career, are you gay. People aren’t idiots; they know, but people that hire me, 
maybe some do, but I’m sure that not all the people know. When I started 
bringing my partner to some of our events, winter holiday parties, award parties 
it’s been fine... not a word. No one said a thing. Here in my current district they 
all know... all the administrators know. I never have been excluded. Once I 
became comfortable with who I was, because I did a lot of lying at the beginning. 
Hiding things when I was with a partner, a boyfriend.
Throughout the interviews, the participants mentioned that most people were 
probably aware of the participant’s homosexuality. A key component in this strategy is
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the presence of at least one confidant who explicitly knows their identity. A teacher
asked Principal Mary,
Do you watch the Ellen Degeneres show? She’s coming out. Don’t you think it’s 
great and I said ok. Well, don’t you think that is great? Sure. I had known her 
for three years and so what I did was I came in the next day with a thank-you 
card. And I then walked it over to her and on the inside of the card, it said thank 
you for helping me come out; I love you for that. She read it and she started to 
cry and said I knew it. I knew it the first day I saw you.
Principal Charles believes, “most of my staff knows, they’re not stupid.”
Theme: #4 Safety and Comfortable Work Environment
The need for an emotionally safe and a comfortable work environment emerged
as the fourth theme. Maslow, in his hierarchy of needs, described the need to feel safe as
directly connected to the ability to function productively within an organization. This
need is characterized by a sense of stability and freedom from fear and anxiety. People
typically prefer consistent and orderly environments where rules are fair. Administrator
Bill discussed both his own discomfort as a school administrator, and heterosexual staff
members’ discomfort:
We’ve talked about whether I am out, no, why not?...Tone. I am working on the 
tone, because I do recognize that if it is uncomfortable for me, it’s uncomfortable 
for other teachers that may be gay. And it is uncomfortable for the students 
definitely, which can potentially make the school uncomfortable. And so even 
though I may not be out, I am going to work on this and see where I can go with 
it. I don’t know if it will be perfect. I’ve trained myself to be this way. I’ve 
conditioned myself. Earlier in my career being out would have been better.
Principal Mary commented,
I want to be open and to be who I really am at work, but I can not. Even though 
you know there are laws on the books (anti-discrimination laws) the question in 
my mind is do the laws really work? Can the laws be circumvented?
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Assistant Principal Sharon declared that she “loves her job and school, and just wishes it
were safer for people like her.”
Safety is a major concern for gay and lesbian individuals. Jehn (1996) contends,
“gays who feel that revealing their homosexuality might hurt them or cause conflict in
their work group are less likely to come out” (p. 3) in part due to concerns regarding their
personal safety. Principal Sylvia described her experience:
I had a superintendent that was a religious person to the extreme and little by little 
I started to wonder what he sensed because we started to have issues, and it was 
never said what it was... He was biased in every possible way and I knew that 
because of conversations I had with him about other people. I don’t know if the 
tension increased with us because he knew something about my lifestyle. I don’t 
know and I will never know, but I became even more guarded and I had to, 
because that was my boss and the person that evaluated me... in the end we had 
such different values that I needed to leave. He was the one who originally hired 
me as the AP and then the principal. He was a huge advocate. My first year he 
was my mentor, and we met once a week, but I think we both changed. I became 
a little more courageous in my role as a leader, because I felt that was my 
responsibility as a leader. I was a fighter. I was always fighting for more and he 
wasn’t. He wanted me to stay a little more complacent.
Theme #5: Fear
Fear has been defined as “an intense, primitive response to danger; a condition 
during which the body is being prepared to run, to elude detection by ‘freezing,’ or to 
fight” (Ondishko, 1972, p. 58). Fear plays an enormous role in the way humans live their 
lives. Fears are part and parcel of self-image and identity. Fears give people a sense of 
meaning, however meager, and are often the unconscious bargaining chips used in
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exchanges with others. Fears are rooted in feeling that something unpleasant or even 
terrible is going to happen, sometimes without evidence.
According to Croteau (1996), anticipation of discrimination is pervasive, and is 
often reported as an important consideration in how workers manage their lesbian and 
gay identities at work. For most participants the fear of being “outed” and/or 
discriminated against far out weighed the need for self-identification. Fear, the fifth 
theme, surfaced in all nine interviews, specifically:
• fear of being identified as a pedophile (six participants);
• fear of not being promoted on the job based upon one’s sexual identity (four
participants);
•  fear of job loss (eight participants).
According to Fraynd and Capper (2003), most school leaders are cautious in 
addressing gay and lesbian issues in their schools due to fear of community backlash, and 
being labeled gay themselves or gay sympathizers. They cited reasons school 
administrators may not be open about their sexuality, and offer a rationale for their 
internal surveillance. Four of the eight reasons identify fear as a source for school 
administrators’ silence regarding their sexual identity. Fraynd and Capper (2003) stated 
that school administrators feared: 1) being publicly ridiculed, humiliated, or being called 
names; 2) losing their jobs; 3) not being hired in other school districts for other positions; 
and 4) the need to leave the field of education if their sexuality became known (p. 108).
In addition to the fears identified by Fraynd and Capper, six of the nine study 
participants specifically acknowledged the fear of being considered a pedophile, as if
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lesbian or gay identity is synonymous with pedophilia. Of these six participants, three 
were female.
Principal Sylvia stated,
Fortunately, I was never accused in a negative way, and I do consider myself 
fortunate because I believe in a school setting we can get in trouble with being 
accused of being a pedophile because of our sexual identity.
Assistant Principal Sharon explained,
I don’t want to be on the front page of a newspaper as the gay principal accused 
of blah, blah, blah. I don’t want it used against me.
Principal Mary contended,
I think that is bad, but I fear where I work I made a conscious effort that I wasn’t 
going to hide from it where I live. I mean I am not going to fly the rainbow flag. 
But at work it is a whole different world. Many people associate gay with being a 
pedophile. I don’t want to be associated with unfortunately, things that are very 
stereotypical among gays and lesbians, such a pedophilia. That’s the danger of 
people knowing.
This finding is significant, and substantiates the need for females within this study to 
manage their identity to a greater degree than male participants. According to Valentine 
(1992),
in different environments, lesbians appear to negotiate a sexual identity either by 
deliberately playing a heterosexual role or by unconsciously fitting in, not 
admitting or representing their homosexuality and therefore effectively projecting 
a heterosexual identity through the way they present themselves physically to 
others (p. 242-243).
In Valentine’s study (1992) lesbians were able to alter the layout and decoration of 
private spaces to conceal clues about their sexual identity from specific people. This 
study revealed the stress associated with negotiating identities. Valentine’s study
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participants claimed they felt “out of place when their lesbian identity conflicts with 
the dominant patriarchal heterosexuality of places such as restaurants and alienated from 
environments such as the workplace by the need to maintain a heterosexual identity” (p. 
244).
Administrator John described his extreme personal fear of being viewed in “a
stereotypical manner”:
Society views most gay males as a sex maniac, mainly, pedophile, or as trying to 
recruit the students into homosexual activities. I cringe at the thought of another 
adult or student making an allegation that you’re gay or you said something 
sexual or anything whether it is true or not, I think it makes a lot of gay male 
administrators cringe at the whole thought o f that ever happening to them. I’ve 
been a victim.. .and was almost fired based upon an allegation that was 
completely unfounded. If I was asked today about being open about my sexual 
orientation I would say the climate of the school system today... You better keep 
it in the closet... and you better make sure the key is in another location. Because 
it is rough. It really happened to me. Thank God, you know it had to be a good 
ending to all of this.. .After all the investigating each entity stated that there was 
no evidence to support the allegations, but it took a year and two months.
According to Friskopp and Silverstein (1996), the primary reasons for gay 
professionals remaining closeted are fear of discrimination, geographical location, a 
desire for privacy, and negative experiences with being out. Principal John lives outside 
of his school district, approximately 60-70 miles from the school, because of his need to 
keep his private and professional lives separate. Another participant refused to live near 
the school, and limits his attendance at social events because he may see students and 
staff that could discover his gay identity. He has been unable to enter into a relationship 
with a partner because he is afraid o f being out in public. Administrator John says if he 
were asked about the safety of being out, he would say, “given the climate of the school
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system today... you better keep it in the closet,... and you better make sure the key is
in another location.”
Principal Kevin vividly remembered, and described, the experience of being
denied with strong emotions. A former central office administrator brought to his
attention the Superintendent’s meeting with his (Kevin’s) colleagues, Assistant
Superintendents, Director of Special Ed, Director of Building and Grounds, and the
Business Manger. The discussion centered on their feeling about his lifestyle. Principal
Kevin described this experience:
I understand why he [the former central office administrator] didn’t tell me until 
he was leaving, because I always felt there were some issues with the 
Superintendent and I don’t know why. I am his highest performing school. I do 
amazing things. We are the quietest building in the district. Some wonderful 
things are coming out of this building, yet we get a lot o f crap thrown at us. I 
don’t understand why. We extend ourselves to the community. There are three 
programs each month, we are out there. My school is the most visible school.
And obvious because of ignorance and some of his feeling he has, which is 
inappropriate. This did not wholly cause me to seek other employment, but what 
really happened was they posted a position for the Director of HR here in the 
district and I did not even get offered an interview. I really felt as though I really 
paid my dues in this district. I really get along with people. I was put on 
professional development. Everyone knows me, people from other districts... 
During the start o f the 2005-06 school year, the Superintendent asked me to do a 
motivational speech at the one of our school improvement days. He came to me 
and said to me that he would like for me to do a motivational speech to the entire 
district. People came up to me a said oh my God what a wonderful speech. I kept 
it very positive and acknowledged the efforts everyone is doing. This is the same 
person that had the meeting. People were coming up to me and saying, the Central 
Office position is yours. So you finish your course work for your doctorate and 
you treat everyone fair, and you do a good job and I was not interviewed. Here I 
am a building administrator. That really made me realize that I have to look out 
for myself here. I want to grow, so even though I am moving into another 
principal position this is another challenge for me with possibility of moving up. 
During my interview I mentioned to them that I would like to move into the 
district office in a position that could affect the entire district and not just one 
building. I want to move up and become a superintendent.
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A common theme among Friskopp and Silverstein’s (1996) lesbian and gay 
interview respondents was “I’m not sure I’d reach the inner circle of managing directors 
if  I came out (p. 108).” For those who are openly gay and on the way up, the most 
pressing issue is how far the company will go to back up openly gay managers (Friskopp 
& Silverstein, 1996). Respondents mentioned in their interviews that they were not 
concerned about their company’s internal reaction to their being gay. Rather, they were 
skeptical about how their bosses would view the capabilities of a gay manager in the 
marketplace -  “whether or not they intended to come out to clients, suppliers, or vendors” 
(Friskopp and Silverstein, 1996, p. 108).
Principal Charles summarized job promotion issues:
It is like living in fear every day. It doesn’t feel good and I don’t think it doesn’t 
feel good for them either. My fear about going somewhere else is that it’s going 
to be again who are you first and then what do you do. That’s a concern... that’s a 
concern and so I turned down other job positions in other school districts.
Griffin (1992) and Fraynd and Capper (2003) found that the educators’ biggest
fear was that public accusation would lead to being publicly out, which would result in
either job loss or loss of creditability and effectiveness. Principal Mary expressed her
fear of job loss:
Because of the stigma that have been attached because they’re gay or how they 
look. It is something that I am very sensitive about and that I just try to make sure 
that I am aware and that people know that I am aware o f inclusion issues and that 
they do not ignore them. Let’s put all the cards on the table. What could happen is 
that I could be fired... All they have to say is that you’re a poor communicator or 
you didn’t follow a directive. It is very frightening.
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Summary of Findings 
Some strategies used by lesbians to pass as heterosexual involved playing down 
their independence and adopting submissive roles in relation to men. Conversely, gay 
men who pass as heterosexual gain privilege afforded to heterosexual men. Based upon 
these findings, more attention should be paid to sexual identity negotiation (Valentine, 
1992). Themes that arose from this study are reflected through the literature. Data 
collected was classified into five thematic areas:
•  societal expectations of a school leader;
• constant awareness and need to perform above expectations;
•  desire to be more authentic;
• a need to feel safe and comfortable in the work environment; and
• fear o f not being promoted, job loss, and being identified as a pedophile.
Interview questions allowed data to emerge as phenomena which could be described in 
accordance with participants’ experiences. This study provided descriptive, personal 
insight into gay or lesbian school leaders’ experiences.
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CHAPTER 5
DISCUSSION, CONCLUSIONS, IMPLICATIONS, AND RECOMMENDATIONS
Discussion of Results 
Despite the victories won regarding equal opportunities in the workplace for 
gays and lesbians, there is still a long journey ahead, especially in heteronormative 
institutions such as public school systems. Being gay or lesbian in America is not easy. 
The literature indicates that violence and discrimination against gays and lesbians is 
pervasive and prevalent. Given that gays or lesbians are more susceptible to physical 
violence and workplace discrimination, the manner in which gay and lesbian school 
administrators negotiate their role and responsibilities is one of mere survival. Gay and 
lesbian school administrators just do their work, sometimes without a thought about 
their sexual identity. They do their work day after day, because they love their work 
and the children, and care about positive outcomes for their students. They are 
administrators who will step out to take a bullet to protect a student, yet remain securely 
hidden in the closet regarding their authentic selves. These administrators are effective 
as school administrators, yet there is incongruence between organizational expectations 
and personal needs. According to Getzels and Guba (1957), when expectations and 
needs are not congruent, satisfaction is reduced, and the individual may choose to
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maximize his effectiveness or to maximize his efficiency without necessarily being 
satisfied, which may affect individuals’ morale.
Getzels and Guba (1957) determined that effectiveness is a function of the 
congruence between behaviors and expectations. Participants in this study are 
exhausted, both physically and emotionally, because hiding in plain sight, speaking 
without disclosing a single personal attribute about themselves, and celebrating with 
staff yet feeling inauthentic requires an exorbitant amount of emotional energy. Getzels 
and Guba (1957) confirm daily experiences of the participants in this study by stating, 
“when behavior conforms to expectations dimension and there is a gap between 
expectation and needs, behavior is ‘unnatural,’ even painful, and is forthcoming with a 
maximum of strain and expenditure of psychic energy” (p. 434).
Little is known about how gay and lesbian school administrators negotiate their 
leadership roles and their homosexual identities in public schools, but what is known is 
that the nine school administrators participating in this study are extraordinarily brave 
and skillful managers with a unique ability to negotiate their own personal identities 
with fortitude and grace. The willingness of the participants to be vulnerable and share 
their stories is remarkable and honorable.
Understanding how gay and lesbian school administrators negotiate personal 
and professional identity with their professional role and responsibilities was the core of 
this study. However, what was unusual in this study was the amount of effort 
participants exerted to conceal their identities. Efforts to conceal their identities were
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extensive and strategic, which may have a negative impact on the school
administrator and the school. For example, Assistant Principal Sharon shared the
difficulty she experienced by stating
It’s hard to come here and not be able to share the things that make me happy, 
stories about my family or things like that, or my goals or even just when I’m 
hurt, because maybe my partner is sick. I can’t share that. I can’t let people 
know that is why I’m stressed or that is why I’m nervous. I can’t share any of 
that.
Administrator John provided reasons why he conceal his sexual identity by stating that
I think that being gay in any work environment, and especially schools you 
definitely can not run the risk of sharing your sexual orientation without the 
repercussions .... [and]... You better keep it in the closet and you better make 
sure the key is in another location, and you better remember to forget where you 
hide the key. Because it is rough. It really happened to me. Thank God, you 
know it had to be a good ending to all of this. After all the investigating each 
entity stated that there was no evidence to support the allegations, but it took a 
year and two months, and still I was not allowed to return to the school.
When participants felt they could not share life experiences as basic as whom
they went on vacation with, what they did on the weekend, or bringing their partners to
a school function, it directly affected their ability to feel authentic in their role of the
school leader. The need to be authentic resonated with all nine of the participants
interviewed. This study found that efforts to conceal their personal and professional
identity was a distraction for the participating school administrators, and that these
distractions limited their ability to perform their job duties. Principal Robert described
the fear of being known as a gay man by stating that
There are times, more than I am willing to admit, that the fear of being found out 
grips me in such a way that I am unable and/or unwilling to do my job. I then 
have to have a real conversation with myself and say “ok this is your job and the 
show must go on.” I used to have these self talks more when I first started but 
they have subsided, but not disappeared. It’s deep and disturbing that I have to 
do this to myself, and it’s all because of my sexual identity.
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This study further identified that these distractions may negatively affect the
overall ability o f the school leader to conduct professional responsibilities. Participants
suggested that school districts need to provide a platform of reforms that allow gay and
lesbian school administrators to be expressive regarding their personal and professional
identities, and, further, calls for intolerance to be exposed and stopped, and for
acceptance to be the catalyst for change. Public schools must stop pretending that one’s
personal and professional identity is not a part of the fabric of one’s life.
An unexpected and unanticipated finding in this study was the experiences
participants shared regarding the support teachers extended to them once the teachers
suspected the administrators were gay or lesbian. Some teachers appeared to display a
sense of nurturance towards participants. This type of reaching out from teachers was
experienced by four participants. For example, Principal Sylvia stated that
.. .sometimes staff would ask, do you want to be picked up or are you meeting us 
there? ... I believe they knew I was gay, became sensitive to me being alone 
and attending these functions by myself. I had a couple of faculty members that 
would cut out clippings from the paper and say, here, don’t you want this article 
[These articles featured Sylvia’s partner.]
Principal Bill further stated that “I do recognize that if it is uncomfortable for me it is 
uncomfortable for teachers who may be gay. And it is uncomfortable for the students 
definitely. My staff tended to not want to know.” He further shared an experience that 
surprised him. A teacher asked him if he and his partner would be interested in visiting 
her vacation home in a neighboring state. This was Principal Bill’s first indication that 
this teacher knew he was gay. Although surprising to Principal Bill, this was an 
uncommon experience for other participants. Principal Charles said “people aren’t 
stupid, I think people just don’t want to talk about it.”
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Despite the difficulties expressed by the nine participants of being gay or 
lesbian school administrators, and negotiating their leadership roles and their sexual 
identity in a public school, these gay and lesbian school administrators hope to create 
change within the educational system. Principal Kevin said during his interview that he 
“would like to move into the district office in a position (because) that could affect the 
entire district and not just one building. I want to move up and become a 
superintendent.” Creating change from within an organization is key. Of the nine 
participants in this study, eight participants stated that school districts need to 
implement policies and practices that would allow them to be able to be open about 
their sexual identity.
The researcher recommends that organizational change in schools should reflect 
what is occurring within society. As gays and lesbians seek equal rights and 
protections, gay and lesbian school administrators should also fight for policies that 
provide a workplace free from discrimination and harassment. Furthermore, they 
should encourage public policy makers to adopt and enforce measurable non­
discrimination and anti-harassment policies for gay and lesbian students and staff. Not 
only should schools leave no child left behind, they should also leave no staff behind. 
The federal fervor for students to perform according to their potential is necessary and 
required for marginalized staff.
The definition of leadership needs to be adjusted so that it is inclusive of non­
heterosexuals and supportive of lifestyles that may not fit societal norms. This 
proclamation was echoed throughout the interviews from participants in this study. The
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2000 United States Census suggest that there are approximately 594,000 households 
in the United States that consist of same-sex partners (United States Census, 2003, 
Same-sex section, f  1). Therefore, it is important for people to be involved in this issue
and to clearly take a stand, rather than avoid the issues -  for it is well understood that 
matters regarding gay and lesbians will not disappear.
Those who try to avoid integration of gays and lesbians into school leadership 
roles out of convenience are as irresponsible as those who did not take a stand when the 
nation was deeply divided about slavery, women's right to vote, and African Americans' 
equal protection rights. The history of tolerance is evolving, and no one should miss the 
opportunity to raise his or her voice.
When school administrators are perceived as being private and distant, 
according to Pajak and Blase (1989), teacher performance is affected.
Relations with the principal were improved by personal life dimensions that 
gave teachers confidence in their own ability or made them willing to be open 
and frank, trusting, loyal, and committed to the principal. They perceived 
[school administrators] as having greater respect for them and willing to offer 
more support. On the other hand, negative outcomes of teachers’ personal lives 
for their relations with the school leader included a decrease in trust, openness, 
and spontaneity, and an increase in distance and emotional dependency (Pajak & 
Blase, 1989, p. 304).
Results from this study suggest that the notion that schools are heteronormative should 
be questioned and reconsidered. For instance, in one school district with twenty 
schools, three of the schools had building-level administrators who are self-identified as 
either gay or lesbian. This calculates to fifteen percent of the school district building- 
level school administration being non-heterosexual. With at least fifteen percent of
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
96
building-level school administrators self identified as gay or lesbian, should this 
school district continue to be considered heteronormative?
Implications and Conclusions
John Dewey, father o f Modem Experimental Education, maintained that schools 
should reflect society. According to Dewey’s (1897) famous declaration, My 
Pedagogic Creed, “the school must represent present life-life as real and vital to the 
child as that which he carries on in the home, in the neighborhood, or on the 
playground” (p. 79). Dewey encouraged educators to engage in continuity and 
interaction in order to be effective. Dewey’s theory regarding engagement is important 
for educators to understand, because it directly connected to the need for educators, 
especially school administrators, to be authentic. Dewey further stated in his Pedagogic 
Creed that “education is a process of living and not a preparation for future living” (p. 
79).
In their article “Tomorrow’s leaders: Who are they and how will they lead?” 
Growe, Fontenot and Montgomery (2003) describe trends in education that affect 
school administrators, such as the lack of personnel willing to pursue a career in 
administration, and the number of administrators leaving their current positions due to 
lack of control, high stress level, and inadequate compensation for the job. School 
administrators face a myriad of stressors in their work. The tremendous amount of 
emotional energy to maintain the secrecy of their personal identity was peripherally
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described as a major job stressor by participants in this study. Mays and Cochran
(2001) suggested that gay men and lesbians are at a higher risk for stress-sensitive
psychiatric disorders than are heterosexual persons. Szymanski’s (2005) study
determined that heterosexism is uniquely related to psychological distress in lesbians.
Assistant Principal Sharon shared her experience of being stressed by describing her
school district’s residency policy
Our district binds us, and if we move we have to move within this district, so I 
will be leaving. I talked to HR and asked them if they would make a personnel 
change in my contract or make an exception, especially given certain facts, and 
they said I had to make a choice either I quit or you stay here. I haven’t shared 
this with anyone either, but I probably won’t stay very long. It’s too stressful. 
I’d rather have a commute and live further away them stay within a community 
where I have to look over my shoulder constantly.
Herek, Gillis, and Cogan (1999) suggested that gays and lesbians who are 
victimized experience greater psychological distress, which caused significantly more 
symptoms of depression, post-traumatic stress, anxiety, and anger than heterosexuals. 
Further implications from this study suggested that organizations with gay or lesbian 
employees who diligently and constantly attempt to conceal their sexual identity takes 
away from an individual’s ability to fulfill the requirements of the job, which could 
have a negative effect on the organization. The effort described by all nine of the 
participants to negotiate throughout the school day was likened to a football game, 
defense versus offense, always guarded and ready to defend against questions about 
their personal identities, while at the same instance ready to deflect the questions back 
towards the persons making the inquiry. In a sense participants anticipated questions 
about their sexual identity prior to being asked. For example, Principal Mary’s
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heterosexual colleague stated that “you’re so damn private. You’re so good at getting 
around every question, because you turn it and put it right back on me.” Principal Mary 
responded, “well, it’s an art form.” Participants in this study expressed the need to be 
evasive and non-specific when discussing their partners. Principal Mary described her 
administrative experience as being distant and guarded.
Participants in this study stated that they do not feel safe to be authentic 
regarding who they really are, a gay or lesbian school leader. The participants’ 
perception of the public in this study is that society is unsupportive of gays and lesbians 
being school administrators, whether unfounded or not. There is a need for gay and 
lesbian school administrators to be authentic, and to not placate public perceptions. 
Participants explicitly stated that to be more authentic in the work place, it is necessary 
for educational organizations to provide a safe atmosphere that is tolerant, and 
accepting of differences; i.e. differences in sexual identity and professional identity. As 
more gay and lesbian educators become school administrators, the responsibility of 
school districts to provide a work environment that is safe and inclusive of differences 
becomes even more necessary. In addition, emotional support and advocacy from 
heterosexual school personnel that will reflect policy development is needed. All nine 
participants had a desire to be viewed through a parental and community lens as 
individuals that are helping students and staff.
Some would argue that issues regarding sexual identity and professional identity 
should not be a part of the discussion in schools. Yet, discussions regarding sexuality 
are discussed openly and even celebrated in schools across this nation. For example, 
heterosexuals discuss with their peers, parents, and sometimes students experiences
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which include celebrations of marriage and/or plans for an upcoming divorce.
However, the discussion regarding sexual identity and professional identity is not open 
to everyone, i.e., gays and lesbians. Discussions that are different from typical 
heteronormative discussions are censored, categorically discouraged, and may be a 
mechanism for punitive measures to be initiated.
Participants in this study wanted to experience a sense of belonging, so that they 
could anticipate satisfaction within an institutional framework, and have their personal 
needs met (Getzels & Guba, 1957). With feelings of belonging, the school 
administrators and the schools profit, and work is perceived to be easy and natural, thus 
granting the school administrator autonomy to perform his or her job responsibilities 
with minimal emotional exertion (Getzels & Guba, 1957). Participants wanted to have 
an authentic identification in which they were able to integrate institutional goals into 
his or her personal needs and values. Participants in this study wanted rationality, which 
symbolizes “the extent to which expectations placed upon a role are logically 
appropriate to the achievement of the proposed institutional goals” (Getzels & Guba, 
1957, p. 439). Without integration of all three variables - belongingness, rationality, 
and identification it is unlikely that the staff member will be motivated to perform job 
functions in an expeditious and thorough manner (Getzels & Guba, 1957).
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Recommendations for Practice 
In the area of practice, the results of this study provide valuable information 
regarding why school systems must consider their policies and practices in relation to 
lesbian and gay individuals in their districts. If school systems are truly concerned 
about improving student achievement, they can no longer ignore the fact that school 
administrators may be lesbian or gay. School districts need policies, and enforcement 
of those policies, that provide an atmosphere where gay and lesbian school 
administrators feel emotionally safe and supported. These school administrators 
deserve to work in an environment free from the distraction of worrying if their sexual 
identity will be revealed and used against them.
The majority of studies on gays and lesbians in school systems have targeted 
gay and lesbian students and teachers. The results from this study demonstrate that 
there is an additional marginalized community within the public school system, the gay 
and lesbian school leader. It is the hope of the researcher that one day society will 
acknowledge the need to explore the dynamics involved in being a gay and lesbian 
school leader in a society that assumes that school administrators are heterosexual. 
Additionally, the researcher hopes that society would celebrate the contributions made 
by gay and lesbian school administrators, given the difficulty they experience as they 
negotiate their professional roles and responsibilities in a heteronormative environment.
Job satisfaction directly correlates with individuals having a sense of belonging, 
connection, and an ability to contribute effectively to the job. The findings of this study 
hold several implications for practice. If schools are to meet the challenges of the 21st 
century and beyond, it would be worth the effort to examine the need to develop, adapt,
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and modify school policies so that they are gay-affirming for not only students, but 
for staff, specifically, administrators. Gays and lesbians have become more visible and 
gay rights are being granted faster than many non-gay people have had time to accept. 
School personnel must work on their inner feelings and attitudes, and show gays and 
lesbians tangible signs of honest acceptance. Gays and lesbians look forward to the day 
when gay people can walk-in-hand anywhere in this country without hearing “faggot” 
or “dyke” shouted at them, or being physically assaulted because of their personal 
identity.
Recommendations for Further Study
Recommendations for future research are shaped largely by the limitations of 
this study which should be addressed through additional investigative efforts. First, 
future research should be directed toward adjusting the sample that was used for this 
study. Specifically, this study involved the participation of nine school leaders who 
volunteered to serve as subjects. The findings may be different if a larger random 
sample were used here and in other geographical areas to examine the primary question.
A second consideration for future research efforts would be to investigate why, 
given the difficulties of being a gay or lesbian school leader, individuals continue to 
pursue careers in this area. A third recommendation for future research includes a 
possible follow-up with the nine school administrators to determine if their “hierarchy 
of needs” were met. These professionals would certainly provide valuable information 
regarding their thoughts on the issues of being gay or lesbian and the daily conflicts of
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being a school leader. The fourth recommendation is to examine the perceptions 
and experiences of gay and lesbian school administrators who were unsuccessful in 
their attempt to be promoted. These professionals would certainly provide valuable 
information regarding their thoughts and feelings on how exceptional individuals fit 
within an organization. A final recommendation would be to further define what 
constitutes a heteronormative organization. For example, a participant in this study 
reported three out of twenty schools within her school district with gay or lesbian 
administrators. Given these facts, are school districts operating under the false pretense 
that their school leadership provides an example of a heteronormative model?
Summary
The significance of this study lies in the identification of gay and lesbian school 
administrators, and the fact that gay and lesbian school administrators need to be 
supported so that they can be authentic. This study further substantiates the need to 
continue studying the impact gay and lesbian school administrators have on a school 
community. Fraynd and Capper (2003) suggest that “research on sexual minority 
leaders can reveal rich insights about leadership, school’s role in society, and can open 
another window on power and oppression in schools and further expose how 
heterosexism constrains everyone.” More work is needed to determine how gay and 
lesbian school administrators can be authentic in their roles and responsibilities as 
school leaders in an atmosphere that assumes all school administrators are heterosexual.
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The knowledge gained by this study may assist school organizations in the selection 
and retention of highly qualified school administrators, and the need to provide a safer 
atmosphere for individuals whose personal identity is different from the majority of the 
staff within the school. The continuation of the discussion regarding issues pertaining 
to gay and lesbian school administrators is needed to raise awareness about the need for 
inclusion of sexual identity in educational policies and the extension of equal rights to 
gay and lesbian school personnel.
Why would gays and lesbians continue to pursue careers as a school 
administrators, given the complexities associated with being a school leader, along with 
the unfavorable public images and perceptions of principals as authoritarian, 
bureaucratic, or numbskull? Based upon Gollnick & Chinn’s (2004) determination that 
“gay and lesbian educators are often forced to separate their personal and professional 
lives for fear of losing their jobs” (p. 142), further research in this area is needed. Given 
the virtual absence of research about gay and lesbian school administrators, the 
significance of this study was the willingness of the nine participants to provide insight 
into the difficulties of gay and lesbian school leaders. It is the hope of the researcher 
that this study will serve as a catalyst for further research in this area. This qualitative 
study will help develop a body of knowledge that should lead to more quantifiable 
studies on how gays and lesbians function successfully in heteronormative educational 
systems.
The significance of this study lies in the interactions and relationships between 
organizations and individuals whose needs are not met. This study has revealed how a
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group of people negotiate their identities and professional and personal roles and 
responsibilities to function within heteronormative organizations. It is clear that they do 
this at a great cost to the organization.
There is a general assumption that there are gay and lesbian students and 
teachers, but most citizens would not assume that there are gay and lesbian school 
administrators. Based upon this study, which demonstrates that gays and lesbians serve 
as school leaders, why continue to pretend that this group does not exist? Continuing to 
pretend and ignore this group may further diminish and negatively affect school 
reforms, because ignoring this group impacts the organization and the morale of school 
leaders. If Getzels and Guba were here in 2007, they would perhaps want to change the 
NCLB (No Child Left Behind) to NGLB (No Group Left Behind).
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APPENDIX A: Consent Letter to Conduct Research
Consent for Participation in Research Study
I agree to participate in the research project titled Gay And Lesbian School Administrators: 
Negotiating Personal Identity and Professional Roles and Responsibilities In Heteronormative 
Organizations being conducted by Sophia Jones-Redmond, a graduate student at Northern 
Illinois University. I have been informed that the purpose of the study is to explore how gay or 
lesbian school administrators negotiate their professional roles and responsibilities in situations 
where personal gender preference might negatively influence their legitimacy as leaders in a 
social climate that assumes all public school leaders are heterosexual. I understand that if I 
agree to participate in this study, I will be asked to participate in an interview.
I am aware that my participation is voluntary and may be withdrawn at any time without 
penalty or prejudice, and that if I have any additional questions concerning this study, I may 
contact Sophia Jones-Redmond at 773-507-4150 or my faculty advisor Susan Stratton, Ph.D at 
815-753-9340. I understand that if I wish further information regarding my rights as a research 
subject, I may contact the Office of Research Compliance at Northern Illinois University at 
(815)753-8588.
Participation in the study would be beneficial, because given the virtual absence of research 
about gay and lesbian school administrators, the major significance of this study is its 
contribution of new knowledge to the field. It is hoped by the researcher that the study will 
also serve as a catalyst for further research in this area. It is further anticipated that this 
knowledge will assist school organizations in the selection and retention of highly qualified 
school leaders.
There are reasonably foreseeable risks associated in participating in this study. Risks include 
the possibility of having a negative impact on your professional career. The knowledge of an 
individual’s participation or information provided could lead to potential legal, social or
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I have been informed that potential benefits and/or risks I could experience during this study. I 
understand that all information gathered during this experiment will be kept confidential. 
Confidentiality will be ensured in several ways. Each participant will be assigned a numerical 
identification number. The information obtained from the participants will be secured in a 
locked location and in confidence by the researcher for three years, and then destroyed 
according to federal regulations.
I realize that Northern Illinois University policy does not provide for compensation for, nor 
does the University carry insurance to cover injury or illness incurred as a result of 
participation in University sponsored research projects. I understand that my consent to 
participate in this project does not constitute a waiver of any legal rights or redress I might 
have as a result of my participation, and I acknowledge that I have received a copy of this 
consent form.
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APPENDIX B: Participation Letter for Interviews
Letter of Invitation to Participate in Research Project
Gay and Lesbian School Administrators: Negotiating Personal and Professional Identities 
and Professional Roles and Responsibilities In Heteronormative Organizations
I am currently conducting a research study addressing issues related to gay and 
lesbian school administrators. The study examines how gay and lesbians negotiate their 
personal and professional identity and professional roles and responsibilities in a 
heteronormative organization. The study is performed as a partial fulfillment of the 
requirement for my Ed.D degree in educational administration at Northern Illinois 
University (NIU).
Your participation in this study will provide useful information on this topic. I 
will discuss this topic with you using a structure interview protocol. As we discuss 
questions designed to provide insights related to my research topic the interview will 
audio recorded. The interviews should last approximately 45minutes to one hour.
Participation in this study is strictly voluntary. You may withdraw from the study 
at any point or choose not to answer any question. All data from this project are 
confidential and will be used for research purposes only. Names of participants will not 
be connected to information and results.
If you have questions/concerns regarding this study please do not hesitate to share 
them with me. You can contact me at 773-507-4150 or by email: 
sjredmondl 6@hotmail.com.
Susan Stratton, Ph.D., is my advisor. You may reach Dr. Stratton at 815-753- 
9340 or by email: sstratton@niu.edu. The Northern Illinois University Office of 
Research Compliance (ORC) may be contacted at:
The Office of Research Compliance




(815) 753-8588/(815) 753-1631 Fax
researchcompliance @niu.edu
Thank you in advance for your participation in this study.
Sincerely,
Sophia Jones-Redmond
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Thank you for agreeing to participate in my dissertation study. Please complete this 
demographic information profile prior to our interview and have it ready for me when we 
meet.
W hat is your gender? 
o Male
o Female









You self-identify as a: 
o Lesbian
o Gay Male
Current job position/title: ___________
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 # of Administrators in building
 # of staff in building
 # of students in the building
Part II
Introductory Questions:
1. Tell me about your school and community.
2. What or how does society define the role and responsibility o f a 
school leader?
Key Questions:
1. Tell me about your career as a school leader.
2. What does it mean to you to be a school leader?
3. What does it mean personally to you to be a school leader that 
is gay/lesbian?
Final Question:
1. What else would you like to share?
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APPENDIX D:






Role of the School 
leader: Societal vs. 
Personal Views
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APPENDIX E
Figure 1 -  Nomothetic and Idiographic Dimensions of Social Behavior (Getzels & 
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Figure 2 -  Relation of Role Expectations and Personality Needs to Efficiency, 
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Phenomenological Analysis
Methodology developed by Colaizzi (1978) 
cited in Creswell (1998)
1. All the... [participants’] descriptions were read in order to acquire a 
feeling for them.
2. Significant statements were extracted from each description, phrases and 
sentences that directly pertain to the investigation phenomenon.
3. Meanings were formulated by spelling out the meaning of each significant 
statement.
4. Clusters of themes were organized which allowed the emergence of 
themes common to all participants.
5. Integration of the description.
6. A final validating step was achieved by returning to the ... [participants] 
and asking if the description formulated validated the original 
experience.
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